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Abstract
For years hospitality industry professionals have demanded that those entering
the field of hospitality possess the skills and competencies required to stay competitive
(Chung-Herrera et al., 2003; Jiang & Alexakis, 2017; Johanson et al., 2011). Yet, higher
education hospitality programs are criticized for becoming out of touch with the
competencies needed in the hospitality industry (Chung, 2000; Jiang & Alexakis, 2017;
Johanson et al., 2011). The purpose of this phenomenological study was to explore how
hotel general managers acquired leadership competencies that contributed to them
becoming a successful hotel general manager in the Northeast United States.
Four themes emerged from the data analysis, (a) staying engaged by knowing
employees, (b) work experience versus education, (c) leading through adversity, and (d)
adapt or expire.
The results of the study provide new insight and tools for hotel general managers
currently in the hospitality industry, and hospitality degree programs at colleges and
universities in how to further adapt and learn within the ever-evolving hospitality
industry. Understanding how the lived experiences of hotel general managers assisted in
developing their leadership and managerial competencies may provide hotel general
managers with the resources and ideas to strengthen their competencies within the
hospitality industry.
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Chapter 1: Introduction
In ancient times and throughout the Middle Ages, the invention of instruments
and systems to facilitate sales, purchases, or the trading of goods between parties led to
increased travel and, therefore, an increased need for shelter, food, and drinking
accommodations (Kendall College National Louis University, 2020). In the 1760s, the
industrial revolution contributed to the construction of hotels in England and the United
States (Kendall College National Louis University, 2020). The modern concept of the
“hotel” is an enhanced form of suitable accommodations for travelers, introduced to
England from France (Denis, 1986).
In the 18th century, continuing into the 19th century, the growth of stagecoach
travel increased the demand for roads, towns, and inns to be built in England (Borer,
1972). Traditionally, lodging houses and private homes accommodated travelers with a
single room for lodging. Inns, though, were known to provide an additional comfortable
room and they were often called “coaching inns” and were considered grander
establishments than lodging houses or private homes. Modest inns were suited for men,
mainly, as “middle-class women in the 19th century did not travel a great deal” (Borer,
1972, p. 164). Inns provided shared accommodations for most of their customers and this
included providing food with a set menu for the guests (Mennell, 1996).
At this stage in history (the 19th century), all shelter and food accommodations
were paid for by using a bartering negotiation system (Bowie, 2018). Most inns’
bartering systems provided an advantage to the inns because the accommodations’
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pricing schedule was not made known in advance; therefore, travelers had limited
bargaining power (Bowie, 2018). Upon entering the 20th century, many investors in states
across the United States and overseas built “hotels” instead of inns, and they added more
luxurious accommodations for travelers. The third most-significant expansion in the
hospitality industry occurred in the 1980s, which was due to the international expansion
of American hotels into Europe, the Middle East, and Asia (Li et al., 2017).
Subsequently, few hotel directories listed lodging houses. In Scarborough,
England, a lodging house had positive evidence from their listing in a directory, from 71
guests in 1828 (Pigot, 1828) to 538 guests in 1890 (Bulmer, 1890). In 1839, the first
railway hotels were built in London (Bowie, 2018; Denby, 2002). Builders were
eventually turning railway hotels into prototype hotel groups. A prototype hotel group
was a group of hotels managed by the same company that gradually evolved through the
railway company hotels in the 1880s and the visionary entrepreneurs and philanthropists’
actions in the 1890s (Bowie, 2018). However, the English hotel industry was fragmented
and lacking coordination (Bowie, 2018). Although the railway companies built the hotels,
tenants leased the hotels at a premium rate. The profits from the initial hotels leased to
tenants provided substantial capital to build grander hotels. By 1911, 107 hotels in
popular cities were managed by 23 railway companies (Carter, 1989).
As a result, in the 19th century, the volume of demand for hotels generated by
mass immigration created the need for larger hotels that provided various services
(Denby, 2002). American hotels were built by adopting a commercial concrete public
structure that incorporated elevators, gaslighting, and plumbing (Brock et al., 2002).
Although the Tremont House in Boston, Massachusetts pioneered the indoor toilet and
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bathroom in 1830 (Denby, 2002), the luxurious Baltimore City Hotel in Baltimore,
Maryland was the first “grand new hotel” to be built in America (King, 1957).
Additionally, England noted America’s accomplishments in the hospitality industry in
previous literature.
England gives America credit for being the first to “implement hotel laundry,”
and “use small fan motors to ventilate the kitchen, billiard, and dining rooms” (The
Caterer and Hotel Proprietors’ Gazette, 1892, p. 146). The luxurious Baltimore City
Hotel opened in 1826 with 100 bedrooms, private suites, and “was kept by an
experienced, professional hotelkeeper” (King, 1957, p. 181). Since then, hotels have
increased in room capacity, ranging from 100–500+ rooms. By the 1970s, many tavern
keepers converted their establishments into “hotels” by the simple process of
rechristening (King, 1956). Tavern keepers, now known as hotel general managers, have
more responsibility in larger establishments.
As consumers, guests are a vital piece to the success of a hotel’s operational
system. The guests’ ability to publicly express their comments and concerns was limited
in Victorian times, compared to the numerous forms of communication platforms that are
available today. In 1853, British consumers sent their concerns and complaints of hotels
to The Times, a national newspaper. The Times (1853) received “upward of 400 letters”
(p. 6). English customers complained about hotels charging high prices for inadequate
food and accommodations, especially in Continental Europe and North America (Bowie,
2018; The Times, 1853). The Times published 85 of the complaints received, which
included overall atmosphere and comfort in hotels. Complaints also referenced having to
tip for poor service; upcharges for essentials, such as candlelight; and the unacceptable
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treatment of lady travelers (Bowie, 2016). The Times joined the debate to support English
hotels in adopting innovations from abroad, with the advancement of efficient systems,
such as the “American Plan” (The Times, 1853).
American hotel managers, with larger hotels, developed efficient systems to
manage larger volumes of guests. An American management system is comprised of
fixed daily rates for rooms and meals, mandating customers to register and pay for rooms
and food upon arrival, and predetermined times for dining (Bowie, 2018). By 1830, this
American management system was known as the American Plan (Berger, 2011). The
Tremont House in Boston developed amenities such as private locked bedrooms, free
soap, and “training their staff to be guided by respect for customers” (Denby, 2002,
p. 34). Following the establishment of the American Plan, other countries, including
Switzerland, observed the potential of hospitality education.
One of the most historic events in the 1800s was the first school of hospitality
initiated by Jacques Tschumi, an influential member of the Society of Swiss Hoteliers,
who championed creating a school to train hotel staff professionally. The school held its
first class in 1893 (École hôtelière de Lausanne, 2020). After the conclusion of World
War II, in 1951, rapid growth began with the academic curriculum and training taught by
highly qualified professionals in the hospitality industry. Classes were being taught by
industry professionals with a more rigorous academic curriculum to support training and
learning (École hôtelière de Lausanne, 2020; Rappole, 2000). From then on, toward the
late 1850s, English hotel directors continued to encourage their managers to travel abroad
to learn from hotels in America (Bowie, 2018). Additionally, The Midland Railway
Company also sent their hotel managers to visit hotels in the United States “to get the
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best information as to the . . . management of hotels” (The Manchester Guardian, 1897,
p. 5).
In the same manner, other countries visited America to get the best information.
The Cornell University School of Hotel Administration in the United States was
established in 1922 (Chung, 2000; Nolan Cornell SC Johnson College of Business, 2022;
Sisson & Adams, 2013). In the 1970s, the United States and the United Kingdom created
management development, which allows managers to train and gain skills they can apply
effectively in an organizational setting, which remains of interest to hospitality educators
(Cheung et al., 2010). As the hotel industry grew, there became the need for hiring more
employees and the development of departments, such as wait staff, housekeeping, and
front desk. The responsibility of hotel general managers around the world increased and
continues to increase today as the hospitality market evolves.
A hotel general manager, in this present day, is responsible for a hotel’s
performance. Responsibilities include the ability to take action and make decisions,
which at the end of the day, have a major impact on a hotel’s operational and strategic
outcome (Hodari, 2021). A hotel general manager is also responsible for inspiring and
encouraging staff, considering the high burnout level and particularly low wages within
the industry (Sandstorm & Reynolds, 2020). A hotel owner and/or hotel management
company can have a substantial impact on the level of autonomy of a hotel general
manager. A hotel general manager’s autonomy includes marketing, human resources,
strategic planning, and finances (Hodari, 2021). Sandstorm and Reynolds (2020) agreed
with Bharwani and Talib (2017) that the role of a hotel general manager commands
sophisticated talent, worldwide wisdom, a culturally diverse perspective, people-handling
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skills, proficiency in technology, and strategic and entrepreneurial skills. Furthermore,
hotel general managers should have the ability to manage the bureaucracy of the hotel
management hierarchy within an organization (Sandstorm & Reynolds, 2020).
The Sandstorm and Reynolds (2020) study resulted in three common themes
found among successful hotel general managers: (a) balancing the needs of their
employees and their guests; (b) placing a high priority on developing employees’
knowledge, skills, and experiences, also known as the human capital (Bharwani & Talib,
2017); and (c) utilizing mistakes to help employees learn lessons, to help them grow in
their knowledge and skills within the organization regarding their position, and to
promote understanding, interpersonal growth, and acceptance. The hospitality business is
continuously developing and evolving based on the needs and desires of the guests it
serves (Bharwani & Talib, 2017).
The environment of the hospitality market is changing all over the globe. There is
a rising trend of global travel, guest knowledge of what hotels offer, and labor diversity
in hotel employees (Tavitiyaman et al., 2014). These evolving trends require a different
set of leadership and competency skills necessary for the success of a hotel general
manager (Tavitiyaman et al., 2014). In addition to those expectations for general
managers, hospitality and tourism organizations around the world face the continued
economic pressure to do more with less (Bavik, 2016; Testa & Sipe, 2012; Wang &
Wang, 2009). However, how hotel general managers learn and develop the competencies
to be successful are undefined within the hospitality industry.
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Competencies
The study of competencies relating to the hospitality educational curriculum is a
new subject area of study, and it is a vital part of the hospitality industry (Marneros et al.,
2020). Previous literature has defined the competencies as being most important that
hotel general managers should possess in the hospitality industry. Those competencies
are different from the competencies some hospitality students regard as necessary to be
successful in the hospitality industry (Huang & Lin, 2010; Yuan et al., 2006).
For instance, research has found six common core competencies that hospitality
industry leaders agree students entering the industry should have: interpersonal savvy,
supervisory traits, hospitality experiences, food and beverage management capabilities,
leadership, and communication skills (Suh et al., 2012). Other researchers include
competencies such as strategic decision-making and interpersonal- and time-management
skills (Testa & Sipe, 2012). Tavitiyaman et al. (2014) found eight competency factors:
leadership, motivation, strategic orientation, planning, team building, communication
skills, flexibility, and concern for the community. Hospitality professionals and
hospitality educators have different perspectives of the practical operational skills and
managerial knowledge (Huang & Lin, 2010).
More importantly, how competencies are valued varies among hospitality
professionals and hospitality educators—despite research having similar competency
findings. Martínez-Ros and Orfila-Sintes (2012) posited that managers need to have
strong managerial competencies to manage change. Competitive hospitality master’s
degree programs contend with possible funding changes, forcing colleges and universities
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with hospitality master’s programs to carefully critique which areas of hospitality should
be incorporated into their curriculum (Lo, 2005; Wang et al., 2010).
Likewise, according to Nelson and Dopson (2001), Millar et al. (2010), and other
research, hospitality industry professionals place minimal priority on technical skills, and
they place almost all their priority on interpersonal and conceptual skills. In contrast,
hospitality educators tend to prioritize technical skills, such as product knowledge,
purchasing, human resources, marketing, finance, and technological skills (Millar et al.,
2010). Research has yet to explore whether the competencies needed are possessed by
today’s hospitality managers (Tavitiyaman et al., 2014). Understanding and exploring
how hotel general managers are developing the competencies through their education or
work experience is essential in maintaining hotel service quality (Huang & Lin, 2010).
Therefore, exploring the lived experiences of hotel general managers can lend a
perspective to the form of education they acquired, work experience and what was
relevant to their career paths. Employed hotel general managers who have maintained
their positions for a minimum of 3 years are able to assist in providing direction for
hospitality educators who are creating academic course program curriculum. Knowing
more about how hotel general managers are learning and practicing competencies could
inform academic hospitality programs and what leadership needs in this industry.
Hospitality Economical and Financial Challenges
There are 15 hotel chains that are the largest in the world (Appendix A)
(Chepkemoi, 2019; Langford et al., 2019; Lock, 2020). According to the American Hotel
and Lodging Association (2020), there are more than 54,200 hotel properties in the
United States. Deloitte (2020a) found that the 2009–2017 booking for U.S. hotels
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increased from $116 billion to $185 billion. United Nations World Tourism Organization
([UNWTO], n.d.) acknowledged the hospitality field regarding tourism as a $1.7 billion
sector, increasing the global economy by 4%. Thus, the hotel general manager position is
the highest leadership position found within a hotel’s organization, and they set the tone
for all employees (Sandstorm & Reynolds, 2020). Furthermore, a typical hotel operates
24 hours a day and 7 days a week, demanding continuous leadership attention from a
general manager (Sandstorm & Reynolds, 2020).
In 2020, hospitality and tourism continued to be recognized as one of the world’s
major economic sectors, accounting for 7% of global trade as the third-largest export
category (after fuels and chemicals) in 2019 (UNWTO, n.d.). The COVID-19 pandemic
caused the world’s economy to shut down seemingly overnight (UNWTO, n.d.). The
hospitality industry has been confronted with an unprecedented challenge due to COVID19 (Gursoy & Chi, 2020). Restrictions placed on travel and stay-at-home orders issued by
local and federal authorities led to a sharp decline in hotel revenues (Gursoy & Chi,
2020). Export revenues from tourism was estimated to fall by $910 billion to $1.2 trillion
in 2020 (UNWTO, n.d.).
Despite the negative financial impact COVID-19 is having on the world, the
hospitality industry is slowly recovering (Gursoy & Chi, 2020). Understanding that the
breakeven point for the hospitality industry is the impact of operating costs, the survival
of hospitality businesses depends on the demand for their product (Gursoy & Chi, 2020).
Greater still, the hospitality business is expected to make substantial changes to their
businesses based on a new COVID-19 environment to ensure the health and safety of
employees and customers (Gössling et al., 2020). Preliminary findings of a longitudinal
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study conducted by the Journal of Hospitality Marketing & Management suggest that
easing travel restrictions will not bring back customers immediately (Gursoy et al., 2020).
For hotel general managers, these preliminary findings increase the expectations
for hotel general managers to be more efficient with the resources that they now have and
those that are given to them in the future (Testa & Sipe, 2012; Wang & Wang, 2009).
There is a potential for the hotel industry to seek out the most experienced and qualified
hotel general managers, which increases the demand for such individuals, while
simultaneously not having enough qualified hotel general managers to meet the needs of
the international hospitality economy (Carnevale & Hatak, 2020; Quinn & Anderson,
1984).
UNWTO (n.d.) posited that no nation will be unaffected by the COVID-19
pandemic. Gursoy et al. (2020) found that the majority of hotel customers (70.42%)
believed that the use of numerous technologies (e.g., contactless payments, digital menus,
and keyless entries) in service delivery will be necessary to minimize human-to-human
contact in a COVID-19 environment. It has become critical to the hospitality industry to
generate new knowledge to provide insight on how to transform their operations into
compliance with new customer needs and wants due to COVID-19 (Gursoy & Chi,
2020).
The hospitality industry also needs to be mindful of the hotel general managers
who are currently navigating a new normal due to the COVID-19 pandemic. Birdir
(2002) identified that fulfilling top managerial positions in hotels was difficult before the
pandemic. Cheung et al. (2010) attributed this to a lack of appropriate expertise and
experience. Simultaneously, the position of a hotel general manager requires significant
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levels of personal commitment, interpersonal communication, teamwork, and stress
resistance (Kichuk et al., 2019).
Filimonau et al. (2020) argued that the hotel business should have, at a minimum,
learned about the importance to stay alert and distribute resources for future disruptions.
Recruitment of hotel general managers is likely to become more challenging after
COVID-19. The challenge is not only attributed to the decrease in the attractiveness of
hospitality employment, but there is also the potential for increased market demand for
the most experienced and qualified hotel management individuals occurring in other
regions of the trade and hospitality industry (Carnevale & Hatak, 2020). Therefore, there
is an increasing need for a better understanding of how hotel general managers develop
and practice competencies that lead to success and aligns with what the industry desires
(Hauf, 1980; Millar et al., 2010; Predvoditeleva et al., 2019).
Problem Statement
Numerous studies, including Higgins and Kram (2001), Sisson and Adams
(2013), Tavitiyaman et al. (2014), and Wang and Wang (2009), have been conducted
regarding leadership competencies in the realm of business. Several researchers have
studied the competencies of leaders in the field of hospitality, specifically hotel general
managers, yet how hotel general managers develop those leadership competencies needed
for this position is lacking in the research at the time of this study. Data on the leadership
competencies and skills needed for hotel general managers varies based on research
findings. Furthermore, research of hotel general managers in the Northeast United States
is limited.
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Top managerial positions in hotels were difficult to fill long before the pandemic
(Birdir, 2002). Difficulty filling these top managerial positions contributes to the
challenges of not hiring individuals who lack expertise and experience (Cheung et al.,
2010). Simultaneously, top managerial positions within a hotel require significant levels
of personal commitment, interpersonal communication, teamwork, and resistance to
stress (Kichuk et al., 2019). The links between hotel general managers’ competencies and
the competencies that make an ideal profile for a hotel general manager has yet to be
explored. Additionally, recruitment for senior hotel managers is likely to become more
challenging. This challenge is supported by the reduced attractiveness of hospitality
employment, in general, in the post-COVID-19 era (Filimonau et al., 2020). Furthermore,
there is a potential for an increase in market demand for the most experienced and
qualified hotel general management occurring in hospitality sectors around the world
(Carnevale & Hatak, 2020).
Anticipation of Industry Professionals
Some professionals in the hotel hospitality industry acknowledge that some
employees lack skills and competencies. Hotel general managers understand the effect a
lack of skills and competencies can have, specifically the challenges that arise when an
employee is not efficient with innovation (Martínez-Ros & Orfila-Sintes, 2012).
Professionals know that hands-on training is a critical element in providing quality
service (Anderson & Sanga, 2019). Though training employees comes at a financial cost,
it is imperative to the longevity and financial health of the hotel. Some research suggests
that hospitality education should tailor the curriculum to meet the hospitality industry’s
needs to stay competitive (Lo, 2005; Wang et al., 2010).
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Hospitality Professionals Take On Hospitality Education
The perceived demand for hospitality employees who are capable of working in a
hotel has led to an increase in hospitality educational programs that provide the proper
education to prepare students for success in the industry (Gursoy et al., 2012). Despite
these demands, industry professionals criticize the curriculum of hospitality higher
education programs for not adequately preparing students for employment (Knutson &
Patton, 1992; Ladkin, 2005; Martínez-Ros & Orfila-Sintes, 2012; Wang et al., 2010).
Anderson and Sanga (2019) believed that this can be accomplished by a creating a
unified group of professionals in the hospitality industry who will collaborate on
developing hands-on training tools and techniques that can be taught in an academic
setting.
Researchers also agree that hospitality programs need to be aware of the
communication and learning skills that are essential in the hospitality industry (Alexakis
& Jiang, 2019; Huang & Lin, 2010; Kim & Jeong, 2018; Lugosi & Jameson, 2017).
Some higher educational institutions are evaluating the scope and structure of a
hospitality education. This evaluation stems from the marketing of more rigorous
hospitality education, alterations in academic funding, and competitive international hotel
companies (Alexakis & Jiang, 2019; Kim & Jeong, 2018; Lugosi & Jameson, 2017).
Millar et al. (2010) and Predvoditeleva et al. (2019) suggested there is a gap
between hospitality industry professionals and hospitality industry educators. Johanson et
al. (2010) called for the existing industry professionals to guide and enhance the
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hospitality educational process. Alexakis and Jiang (2019) suggested that hospitality
higher education programs should be preparing students for managerial roles in the
hospitality industry. They agreed that higher education hospitality programs can continue
to advance by staying informed of the current management knowledge and skills that are
desired among industry professionals (Alexakis & Jiang, 2019).
Students obtaining leadership and management competencies from graduate
hospitality programs remain of interest to hospitality educators (Cheung et al., 2010). In
the Deloitte 2020 study, students stated, “they possess some but not all of the skills and
knowledge required for future success” (Deloitte, 2020b, pg. 15). Leadership and
management competencies have helped college educators develop hospitality course
content within hospitality education studies (Marneros et al., 2020).
However, hospitality professionals remain hesitant about graduates’ worth when
coming from hospitality programs, criticizing students for unrealistic expectations of the
skills and competencies needed to start or advance their careers in the hospitality industry
(Gursoy et al., 2012). Industry professionals can provide information on relevant policies
and company expectations to guide the educational curriculum reform for higher
education (Johanson et al., 2011). Therefore, hospitality educators need to understand the
information they are teaching to students who are enrolled in hospitality master’s degree
programs may only be at the beginning of their journey to executive leadership (Alexakis
& Jiang, 2019). Furthermore, developing and identifying leadership competencies helps
industry professionals select, cultivate, and coach future leaders (Chung-Herrera et al.,
2003).
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There has been an increase in global economic growth, causing companies to
increase business travel spending (Bharwani & Talib, 2017). One in 10 jobs, worldwide,
affect the hospitality and tourism industry directly or indirectly; direct jobs include hotel
employees, and indirect jobs include vendors that provide commodities to a hotel, such as
food, linens, and operational supplies (WTTC, 2019). Globally, hospitality and tourism
made up approximately 10.3% of the gross domestic product in 2019, and it employed
nearly 330 million people (Anderson & Sanga, 2019; World Bank, 2015; WTTC, 2019).
The hospitality industry and hospitality management programs continue to have
extensive discussions regarding the indecisiveness of which leadership competencies
students should obtain (Testa & Sipe, 2012). A large portion of hospitality students lack
the necessary competency skills needed to adapt to the evolving industry (Martínez-Ros
& Orfila-Sintes, 2012). Although researchers have studied hospitality management
programs and hospitality industry professionals, no research literature studies at this time
revealed evidence of constructive communication.
Hotels continue to provide the commodity of accommodating guests for a night.
Changes to the hotel industry throughout the 1990s showed that employees must have
expertise in all the traditional areas of hotel cleanliness. Additionally, employees need to
be familiar with marketing, finance, and technology (Dittman, 1997). Changes in the
hotel industry mean that education for future hotel managers and executives must provide
an effective combination of hands-on and theoretical knowledge in an assortment of
disciplines (Dittman, 1997; Xiao et al., 2018). Additionally, prior research has shown that
decreasing the gap between education and the industry can improve employee
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competencies and minimize turnover (Ghiselli et al., 2001; Huang & Lin, 2010; Vallen &
Casado, 2000).
Competencies and Hotel General Manager Turnover
The average turnover rate for hotel general managers is 2.99 years (Birdir, 2002;
Kangas et al., 2018). The tenure of hotel general managers is 8.98 years with most
managing three hotels throughout their career (Birdir, 2002; Mohsin et al., 2015). A
concern that hotel organizations encounter when there is turnover among management is
the employee left behind may question the stability of the organization (Carbery et al.,
2003; Klotz & Zimmerman, 2015; Rosin & Korabik, 1995; Vidal et al., 2007). Prior
research has shown that decreasing the gap between education and industry can improve
employee competencies and minimize turnover (Ghiselli et al., 2001; Huang & Lin,
2010; Jiang & Alexakis, 2017; Vallen & Casado, 2000). Yet there remains scarce
research specifically regarding the reasons why hotel general managers depart from an
organization (Kangas et al., 2018). For this reason, a better understanding of how hotel
general managers develop their competencies is needed for more hotel general managers
to be successful. In doing so, this could lead to having a better perspective of what
opportunities need to be available to ensure leaders in hospitality acquire those
competencies during their career.
Positive Hotel Practices
Critical success factors are “the focal point in which satisfactory results will
ensure the successful competitive performance of employees, departments, or
organizations” (Bullen & Rockart, 1986, p. 385, as cited in Avcikurt et al., 2011).
Research has viewed customer perception as one factor in determining hotel success.
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Wang and Hung (2015) identified seven critical success factors: (a) home atmosphere, (b)
service, (c) cleanliness, (d) room facilities, (e) other facilities, (f) location, and (g) value
for the money. Hotel managers and owner-managers are responsible for their businesses’
success, attracting customers by enhancing service quality and emphasizing their hotels
(Wang & Hung, 2015).
Current research indicates that it is important to remain focused on identifying
how hotel general managers develop and practice the critical competencies during their
career. Many studies conducted in the hospitality industry have incorporated identifying
the critical success components needed for industry leaders (Hua et al., 2009; Wang &
Hung, 2015; Zhang et al., 2013). Stakeholders deem service and customer care and staff
quality, including attitude, skills, and appearance, as highly important. Additionally,
stakeholders value hotels’ safety, hygiene practices, profit and revenue, and cost
efficiency (Hua et al., 2009; Wang & Hung, 2015). Hotels often evaluate the quality of
the services delivered, in addition to the staffs’ skills and competencies, which are based
on customer satisfaction; therefore, an efficient hospitality education system should exist
to ensure hotel successes (Christou & Eaton, 2000; Huang & Lin, 2010).
Having incompetent management for the hospitality industry that employs nearly
330 million people can have long-term negative ramifications. Incompetent hotel general
managers create fear among employees and a negative work environment; employee
recognition is often avoided which, in turn, affects employee morale (Sawyers, 2017).
Incompetent hotel general managers tend to conduct meetings that are not positive nor
productive, forcing employees to stop otherwise important tasks to attend these meetings
(Sawyers, 2017). Therefore, it is important to better understand how hotel general
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managers develop and practice the competencies needed to keep a hotel successful and
relevant.
Theoretical Rationale
Wenger’s (1998) communities of practice theory is a shared goal or idea that is
learned and communicated through discussions. Communities of practice theory was
used in this study as the theoretical framework to better understand how competencies of
hotel general managers were developed, learned and practiced. Communities of practice
theory has been reworked over the years since its initial formation. Xiao et al. (2018)
conducted in-depth interviews of guest speakers from the hospitality industry who spoke
with students at the college level. Communities of practice consisted of talking about
ideas, problems, or goals. Leaders with experience discussed what had or had not worked
for them. Those involved in the discussions could then implement the skills they learned
within the workplace. After talking with the leader, the employees had newly acquired
skills regarding how to work through a situation by applying the knowledge they learned
from previous conversations (Wenger, 1998; Xiao et al., 2018); therefore, rendering the
individuals to be more competent and successful.
Communities of practice and learning consists of a group of people having a
common area of interest. Communities of practice theory consists of three basic elements
of knowledge: a joint enterprise (domain), mutual engagement (communities), and a
shared repertoire (practice) (Wenger, 1998). The domain is the topic of interest, goal, or
issues shared by the group or joint enterprise. Mutual engagement (communities) is a
face-to-face collaboration or a collaboration in a virtual setting via mobile phone,
discussion boards, or news groups on an ongoing basis. Communities consist of shared
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activities, discussions, and interactions around the domain. A shared repertoire (practice)
consists of the shared tools, strategies, ideas, and results of the interaction among the
communities.
The benefits of a communities of practice consists in each member developing
personally and professionally by learning from each other through shared information
and experiences (Mysimpleshow, 2017; Wenger, 1998; Xiao et al., 2018). Additional
benefits of community-based learning are acquiring in-depth knowledge and obtaining
reliable knowledge to solve work-related issues. Furthermore, communities of practice
can provide a transfer of know-how and the opportunity to connect with like-minded
people (KCoNNect, 2017).
The communities of practice theory for this study implies that hotel general
managers develop personally and professionally by learning from each other and the
hospitality community through shared information and experiences This study applied
this theory to better understand how the educational and professional career path
informed the development of competencies to obtain the position of a tenured hotel
general manager. A community of practice incorporates a group of people who share a
common concern or passion. By interacting regularly, hotel general managers have an
opportunity to work with staff to improve employee competencies and staff morale
(Wenger, 1998). Hotel general managers with the proper competencies for operating a
hotel successfully will, in turn, educate their staff members regarding the competencies
they can obtain and use with the guidance from the hotel general manager. This level of
camaraderie is based on communication and the sharing of ideas. In addition to problem
solving within the organization, there tends to be four main benefits of communities of
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practice. The first community of practice is forming relationships and building teamwork;
second is accelerating the learning process and increasing hotel employees’ knowledge.
Third is overall employee performance, and fourth is creating innovation among
employees (Wenger, 1998; Xiao et al., 2018). Communities of practice theory may be
able to determine inconsistencies between the competencies learned in an education
program and the competencies developed outside an academic setting (Hauf, 1980; Millar
et al., 2010).
Statement of Purpose
The purpose of the study was to deduce, through the collection of qualitative data,
the lived experiences of hotel general managers and how they developed the leadership
competencies needed to be a hotel general manager (Gursoy et al., 2012; Millar et al.,
2010).
Research Question
The following research question guided this study:
What lived experiences of hotel general managers have contributed to their
development of leadership and management competencies?
Potential Significance of the Study
For years, hospitality industry professionals have demanded that those entering
the field of hospitality possess the skills and competencies required to stay competitive
(Chung-Herrera et al., 2003; Jiang & Alexakis, 2017; Johanson et al., 2011). Yet, higher
education hospitality programs are criticized for becoming out of touch with the
competencies needed in the hospitality industry (Chung, 2000; Jiang & Alexakis, 2017;
Johanson et al., 2011). The results from this study intend to provide insight from the
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experiences of hotel general managers how they developed the competencies that helped
them attain this level of leadership in the hospitality industry. Typically, hotel general
managers receive potential candidates for positions in the hotel hospitality industry who
have unrealistic expectations of the competencies and skills desired to start or advance
their careers (Alexakis & Jiang, 2019; Gursoy, 2012; Hertzman et al., 2015; Jiang &
Alexakis, 2017; Purcell & Quinn, 1996).
Data gathered from this study may inform hospitality educational programs and
industry leaders of the competencies that are truly desired within the industry. Data from
this study may also assist in the development of job profiles for positions within the
hospitality industry. Marneros et al. (2020) stated that the study of competencies relating
to the hospitality educational curriculum is a new subject area of study and a vital part of
the hospitality industry.
Definition of Terms
Definitions of basic or exclusive terms in this study are provided and explained to
provide clarity for the reader.
Competencies – a combination of technical and professional management skills,
knowledge, capabilities, work attitude, and personal characteristics measured against
standards that can improve through educational initiatives (Sisson & Adams, 2013; Wang
& Tsai, 2014)
Hospitality – “the activity or business of providing services to guests in hotels,
restaurants, bars, etc.—usually used before another noun” (Merriam-Webster, n.d.). Host
or employee who meets the needs of guests with food, beverages, lodging, and
experiences to establish new relationships or to build existing relationship.
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KSAs – knowledge, skills, and attitudes or attributes (Bharwani & Talib, 2017).
Chapter Summary
Hotel general managers have been in the hospitality business for decades (King,
1956). The American management system was developed to help American hotel
managers, who managed larger hotels than those in Europe, to have efficient systems to
manage higher volumes of guests (Bowie, 2018). The responsibility of hotel general
managers in the current global environment of the hospitality market is changing. There
is a rising trend of global travel, guest knowledge of what hotels offer, and labor diversity
in hotel employees (Tavitiyaman et al., 2014). These evolving trends may require a
different set of leadership and competency skills for the success of hotel general
managers (Tavitiyaman et al., 2014).
While industry professionals believe that hospitality educators are teaching
outdated information (Goodman & Sprague, 1991; Kang et al., 2005; Nelson & Dopson,
2001), Wenger’s (1998) communities of practice theory is based on a shared goal or idea
and on learning and communicating through discussions. Communities of practice theory
was used as the theoretical framework for this study to better understand how the
competencies needed to become a hotel general manager were developed. This study
aimed to provide insight into how hotel general managers developed their leadership and
managerial competencies needed to be successful in the hospitality industry. A
phenomenological qualitative study was conducted, focusing on hotel general managers
in the Northeast United States.
Chapter 2 provides a review of literature regarding hotel general manager
leadership competencies that are needed for the position to maintain success within the
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position of hotel general manager. Chapter 3 summarizes the specific research method
including the research interview questions, population, sample, collection, and analysis of
the data. Chapter 4 presents a detailed analysis of the results and findings, and Chapter 5
discusses the findings, implications, and recommendations for future research and
practice.
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Chapter 2: Review of the Literature
Introduction and Purpose
One primary concern in the hospitality industry is finding highly qualified hotel
general managers to fill top managerial positions (Birdir, 2002; Carnevale & Hatak,
2020). This difficulty can be attributed to the high market demand in hospitality regions
worldwide, even though hotel general managers’ competencies remain undefined
(Carnevale & Hatak, 2020). Research on the competencies and experiences of hotel
general managers includes a wide range of knowledge, skills, and attitude (Kichuk et al.,
2019). Research on the competencies and experiences of hotel general managers remains
sparse in the Northeast United States. Understanding the competencies needed for hotel
general managers in the United States and how those competencies are developed is vital
to analyzing the hospitality industry gap regarding the lack of an ideal profile for a
candidate for a hotel general manager.
There appears to be a lack of alignment between the industry’s desires and the
hospitality curriculum offered in educational institutions (Millar et al., 2010;
Predvoditeleva et al., 2019). As a result, there is a deficiency within the hospitality
industry how hotel general managers develop competencies. Moreover, if the desire is to
gain and develop these competencies through higher education, such as through a
master’s degree program, the desires of hotel general managers are not prevalent in the
literature (Wang et al., 2010). The problem that can arise when a hotel general manager
does not have the competencies to be successful is the potential for a hostile work
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environment, which leads to low employee morale and an increase in employee turnover
(Sawyers, 2017). Therefore, a better understanding of how hotel general manager’s
competencies are acquired and practiced merits further examination.
This study sought to examine how leadership competencies are developed and
practiced while becoming a successful hotel general manager. This study defined success
for managers who constantly would strive to develop their vital skills, including having
exceptional financial success and market performance for their hotel organization, and
having highly rated guest satisfaction and excellent performance of quality assurance
among elite hotels, defined by the American Hotel & Lodging Association (Millar et al.,
2010; Sandstorm & Reynolds, 2020; Testa & Sipe, 2012). Five-star hotels are hotel
properties that offer their guests the highest levels of luxury through personalized
services, a vast range of amenities, and sophisticated accommodations (Five Star
Alliance, 2020). These top-rated hotels were selected to ensure that the hotel general
managers are leading high ranked establishments as well as oversee multiple
departments. The results of this study provides a better understanding regarding how
competencies are acquired and practiced for hotel general managers to be successful.
Therefore, the following research question guided this study:
What lived experiences of hotel general managers have contributed to their development
of leadership and management competencies?
The overall structure of this literature review is separated into two sections. The
first defines the competencies in the hospitality industry. The second explains the Testa
and Sipe (2012) hospitality competency model regarding business perception, guest
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perception, and self-perception, and the connection between leadership effectiveness and
organizational effectiveness in the hospitality industry.
Competencies
The hospitality industry desires employees with various competencies (Bharwani
& Talib, 2014; Chung-Herrera et al., 2003; Millar et al., 2010; Sisson & Adams, 2013;
Tavitiyaman et al., 2014; Wang & Tsai, 2014). The definition of competencies stems
from the Millar et al. (2010) understanding of the capabilities needed in the hospitality
industry that continue to be tested and divided into many categories in hospitality
research.
The Dolasinski and Reynolds (2019) study investigated the leadership
competencies needed for success in the hotel industry, obtaining similar competency
results as previous hospitality competency studies (Chung-Herrera et al., 2003; Suh et al.,
2012; Tavitiyaman et al., 2014; Testa & Sipe, 2012). Dolasinski and Reynolds (2019)
conducted a qualitative study to learn about the competencies needed for successful hotel
leadership. The participants were senior leaders from several large hotel organizations,
and the study took place in the United States.
A two-section, web-based questionnaire was used to collect the data for the
Dolasinski and Reynolds (2019) study. Of the 1,250 web-based questionnaires, 640 were
usable. Based on the data analysis, the Dolasinski and Reynolds (2019) findings revealed
a list of 42 hotel leadership competencies yielding six factors for hotel leadership
competencies. These results were consistent with several previous studies associated with
hotel leadership competencies (Chung-Herrera et al., 2003; Suh et al., 2012; Tavitiyaman
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et al., 2014; Testa & Sipe, 2012). Furthermore, the Dolasinski and Reynolds (2019)
results tie in with the Sisson and Adams (2013) interpretation of soft competencies.
Nath and Raheja (2001) defined competencies as “a combination of observable
and applied knowledge, skills, and behaviors that create a competitive advantage for an
organization” (p. 26). Based on that definition, the Millar et al. (2010), Sisson and Adams
(2013), and Wang and Tsai (2014) studies were utilized to categorize and define such
competencies as professional technical knowledge, personal motivation, behavioral
characteristics, personality, and interpersonal skills. Equally important, the competencies
this study searched for were communication, self-management leadership, and the
indispensable potential to complete tasks, which provided an excellent work environment
for service quality (Millar et al., 2010; Sisson & Adams, 2013; Wang & Tsai, 2014).
In contrast to other researchers, Sisson and Adams (2013) separated competencies
based on their understanding of hard and soft competencies. Hard competencies are
technical skills or cognitive knowledge, and soft competencies are personal behavioral
characteristics, communication, leadership, and interpersonal skills (Sisson & Adams,
2013). However, previous research (Carnevale & Hatak, 2020; Dolasinski & Reynolds,
2019), describes the competencies future leaders need to have in the hospitality industry,
though research had yet to define how hotel general managers have developed those
necessary competencies. Furthermore, this makes it challenging for hotel companies to
identify and hire individuals with specific skills that are needed within hospitality
organizations (Chung-Herrera et al., 2003).
Competency Models
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McClelland (1973) created the first competency model as a descriptive tool to
assist human resource organizations. Business organizations outside of hospitality can
utilize competency models to understand broad categories of competencies, depending on
how the skills relate to a specific job’s functions or an employee’s personality (Bharwani
& Talib, 2017; Chung-Herrera et al., 2003). Additionally, competency models could help
to develop critical managerial skills, despite the controversy among numerous studies that
argue that specific behaviors or skills make up a successful competency model (ChungHerrera et al., 2003; Tas, 1988). Testa and Sipe (2012) agreed that competency models
are essential and valuable in competitive environments such as hospitality and tourism
organizations.
Research has found that leaders must act differently and be more flexible inservice settings, as opposed to industrial settings by acknowledging that competencies,
such as energetic, self-motivated, and staying open-minded, can vary based on a guest’s
desires (Sergeant & Frenkel, 2000; Testa & Sipe, 2012; Yoon et al., 2001). Testa and
Sipe (2012) also revealed that most competency models in hospitality and tourism
provide a limited focus on specific behavior categories such as guests. Testa and Sipe
(2012) suggested that this limited focus is because research studies acknowledge
customers and guests. However, without the needed competencies to execute customer
systems properly, managers cannot ensure guest satisfaction.
Tas (1988), as an example, created the first survey instrument to identify the most
critical competencies needed for hotel general manager trainees. Tas was interested in
learning if competencies varied based on the characteristics of the hotel general managers
surveyed, such as personal or job-related background, geographical region, or size of the
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hotel property. The participants were managers of hotels listed as having 400 rooms or
more. The total distribution of hotels was stratified based on regional proportion. Based
on the data analysis, Tas (1988) found six competencies that were essential for hotel
general manager trainees:


managing guest problems



professional and ethical standards



professional appearance and poise



effective communication



positive customer relations



positive working relationships

Tas (1988) also found that 13 out of the 36 competencies were selected by respondents
who had obtained academic degrees.
Aligned with Tas (1988), many researchers have used competency models
designed by Sandwith (1993) and Chung-Herrera et al. (2003). Various research studies
and organizations outside of the hospitality industry (Chung, 2000) have used the
Sandwith (1993) and Chung-Herrera et al. (2003) competency models as exemplars.
Bharwani and Talib (2017) found that a robust competency model can offer a framework
for evaluating individuals’ core strengths during the interview process of selecting
leaders. A competency model can help when observing performance management,
succession planning, and career development (Bharwani & Talib, 2017).
Testa and Sipe (2012) created a competency model based on a qualitative study
that investigated the service leadership competencies needed in the hospitality industry
(Figure 1.1). The purpose of Testa and Sipe’s (2012) study was to better understand the
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issue of limited focus on leadership behaviors by developing a “service-leadership”
competency model for use in a hospitality and tourism context. The participants were 110
hospitality industry managers, and the study took place in the United States. Interviews
were used to gather the data. The majority of the interviews took place over the
telephone.

Figure 1.1
High-Order Competency Model

Note. Adapted from “Service-Leadership Competencies for Hospitality and Tourism
Management,” by M. R. Testa, and L. Sipe, 2012, International Journal of Hospitality
Management, 31(3), p. 652 (https://doi.org/10.1016/j.ijhm.2011.08.009). Copyright 2012
by ScienceDirect.

Testa and Sipe’s (2012) findings revealed a model of approximately 100
behaviors identified within 20 competency areas. Testa and Sipe’s preliminary model was
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constructed based on these competency areas, which were clustered into three high-order
categories. The first competency category identified by Testa and Sipe (2012) was a
business perception, which included competencies relating to the effectiveness of a
hospitality manager managing essential activities that ensure efficient operations and
profitability. Guest perception was the second category in the Testa and Sipe (2012)
framework. It included competencies that focused on creating and nurturing relationships
centered around the interactions of a general manager with others, with teams, and in
coaching and training in the hospitality industry. Lastly, self-perception applied to the
abilities of an individual leader’s skills. To summarize, having a competency model
assists hotel general managers in deciding and further understanding the competencies
needed for a hotel general manager’s success.
Testa and Sipe (2012) suggested that a balance of business perception, guest
perception, and self-perception may prove to be most beneficial traits for hotel general
managers. The researchers posited that organizations might view a competency model as
invaluable to upcoming hospitality managers, considering the shrinking resources that
challenge hospitality and tourism organizations today. Testa and Sipe (2012)
recommended further research to determine the relative importance of each of the
perceptions (business, guest, and self) in the hospitality and tourism industry. The
following sections within this literature review include further detail and incorporate
other studies that support the three categories of the Testa and Sipe (2012) competency
model, beginning with business perception.
Business Perception
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The first competency category identified in the Testa and Sipe (2012) model is
business perception within the hospitality industry. This category focuses on four
competencies of managing a business or organization: planning, continuous
improvement, critical thinking, and being results oriented. These competencies tend to be
expected because of the commercial nature of the hospitality business (Testa & Sipe,
2012).
Planning
Planning can help keep a hotel team focused on tasks, requiring a proactive
approach to problem-solving (Testa & Sipe, 2012). Planning has been identified as a
standard competency among hospitality research both in the United States and abroad
(Chung-Herrera et al., 2003; Dolasinski & Reynolds, 2019; Nath & Raheja, 2001; Suh et
al., 2012; Tas, 1988; Tavitiyaman et al., 2014; Testa & Sipe, 2012). Testa and Sipe
(2012) defined planning as creating methods that identify and set goals while providing
objectives to achieve those goals.
When Tas (1988) conducted their study, “moderate importance” (p. 42) was
placed on planning and analyzing factors that impact profit. More importantly, Tas
aligned financial reports under planning. Financial reports assist organizations in
planning to build, make business moves, and promote for the company’s benefit.
According to Tas (1988), the meaning of planning has evolved over years of research in
the hospitality industry.
While Tas (1988) identified planning as a part of finances for an organization, and
Suh et al. (2012) supported Tas’s (1988) planning as a competency at the managerial
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level in hospitality, Nath and Raheja (2001) identified planning as more personal,
pointing to planning as a tool for progressing a candidate’s career.
Planning can identify competency requirements for critical roles, assess a
candidate’s competencies, and it can even evaluate possible job/personality matches
(Nath & Raheja, 2001). Nath and Raheja (2001) pointed out that competency-based
succession planning is beneficial when identifying the training requirements needed to
compare competency and job requirements.
Contrary to Nath and Raheja’s (2001) analysis, Chung-Herrera et al. (2003)
conducted a qualitative study to examine the competencies needed to develop a
functional competency model for the hospitality industry. The purpose of the ChungHerrera et al. (2003) study was to create a competency model that organizations could
use to develop leaders within their organizations and use as a tool for employees to
understand the competencies needed for their advancement. Additionally, those
competency models could aid hospitality schools in designing course curriculum and they
could be used as an instrument for students to craft their career paths. The participants in
Chung-Herrera et al. (2003) were hotel general managers who participated in a seniorlevel executive education program at Cornell University. Surveys were used to collect
data.
Based on data analysis of 137 responses of the 735 surveys sent to executive
leaders in the hospitality industry, the Chung-Herrera et al. (2003) findings revealed
succession planning and team-oriented activities among the top competencies. Testa and
Sipe (2012) also found planning and team-oriented activities among the top competencies
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for executive leaders in the hospitality industry. At the same time, Chung-Herrera et al.
rated self-management as highly important for hospitality leaders.
Tavitiyaman et al. (2014) conducted a mixed-methods study to investigate the
leadership competencies necessary for hotel general managers in Thailand. The purpose
of the study was threefold: to determine the leadership competencies necessary for
success as a general manager of Thai hotels, to understand the relationship between
leadership competencies and general manager characteristics, and to analyze the
relationship between leadership competencies and hotel characteristics (Tavitiyaman et
al., 2014). The participants were 503 respondents from middle-level managers in fullservice hotels.
Tavitiyaman et al. (2014) collected the data utilizing a two-part questionnaire,
with the first section consisting of four closed-ended questions regarding the participants’
demographics. The second section consisted of 98 behavioral leadership competencies
adapted using the Chung-Herrera et al. (2003) study. After analyzing the data,
Tavitiyaman et al. (2014) revealed 98 competencies with 53 competencies remaining
after factor analysis, which ultimately revealed eight leadership competencies: leadership,
motivational/interpersonal skills, strategic orientation, planning and implementation,
team building and ethics, communication skills, flexibility, and concern for the
community (Tavitiyaman et al., 2014)
Tavitiyaman et al. (2014) identified that hotel general managers below the age of
35 years old, who noticed the importance of planning regarding leadership competencies,
still needed development in their planning capabilities to be competitive in their position.
Simultaneously, based on the demographics identified, hotel general managers 45–54
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years old, who may have had sufficient competencies in managing hotels, perceived
planning capabilities as less critical as a competency for hotel managers (Tavitiyaman et
al., 2014).
Aligned with the Tavitiyaman et al. (2014) international hospitality study
conducted in Thailand, Marneros et al. (2020) was the first research competency study
conducted in the Cyprus hospitality industry. Marneros et al. (2020) argued that although
competencies are among the most frequently studied topics among scholars in hospitality
research, what is not clear is how hotel general managers obtain these competencies
during their career path.
Marneros et al. (2020) conducted a quantitative study to learn more about the
competencies needed at the managerial level in hotels. The study aimed to investigate
industry professionals’ perceived level of importance they placed on required hospitality
competencies. The participants consisted of 480 individuals who held full-time
managerial positions in hotels during the study period. Data were collected via mail and
email responses that included 186 complete, usable responses.
Based on data analysis, the Marneros et al. (2020) study findings revealed that the
main competency statements perceived to be important by hospitality professionals for
career success in Cyprus fell into five competency categories: leadership, financial
analysis, human resource management, communication, and operational knowledge.
Although planning was not revealed as one of the top five competency categories,
Marneros et al. (2020) recognized that planning was a competency that remained
unexplored in Cyprus in the hospitality industry and hospitality education. Marneros et al.
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also argued that planning should be the core competency of the working professionals’
mindset in the hospitality industry.
In contrast to the Marneros et al. (2020) study, Benavides-Velasco et al. (2014)
conducted a quantitative empirical study examining the benefits for hotel stakeholders
and the positive effect on hotel performance. The study’s purpose was to improve
understanding of how total quality management and corporate social responsibility are
important management values applied in the hospitality hotel industry to generate a
sustainable competitive advantage. The participants were 141 Andalusian hotel
establishments, and the study took place in Spain.
A questionnaire utilizing a 7-point Likert scale collected the data responses. After
reviewing the data, Benavides-Velasco et al. (2014) revealed that selected enablers, such
as leadership, employees, strategy, partnership and resources, processes, and products
and services, provided the whole organization with a way to incorporate managing
quality. As a result, Benavides-Velasco et al. (2014) found that managing quality
positively influenced two main stakeholders: hotel guests and employees.
Contrary to other studies, Benavides-Velasco et al. (2014) described planning in
hospitality as a traditional technique, such as keeping track of tasks, despite the validity
of being aware of the current financials and guest expectations. According to BenavidesVelasco et al. (2014), these are techniques, trainings, and policies implemented by upper
managers who lacked involvement and continuous improvement. Benavides-Velasco et
al. (2014) also stated that hotel general managers had yet to describe the influence their
capabilities had on the hotel’s overall performance.
Continuous Improvement
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Leaders possessing the competency of continuous improvement are frequently
rethinking the business aspect of a hotel organization. The leaders in the Testa and Sipe
(2012) study exhibited continuous improvement by displaying dissatisfaction with their
present circumstances. The only study that defined continuous improvement in the
hospitality industry as improving the business and making a hotel’s operations run
smoothly is Testa and Sipe’s (2012) service-leadership competency study.
Wyckoff (1984) identified some of the barriers to successfully implementing
continuous improvement in the hospitality industry. These barriers included the
unstructured measurement of customer satisfaction and the expectation of immediate
improvement. The Wyckoff (1984) study brought to the conversation the significance of
continuous improvement and utilized the foundation of a full-service restaurant group—
The Rusty Pelican—which prided itself on serving well-prepared, fresh seafood. Wyckoff
(1984) asserted that if service industries utilized standardized manufacturing (impersonal)
guidelines, the personal touch and interactions expected in the service quality seen within
the hospitality industry would be lost. Thus, providing an opportunity to examine further
the competencies necessary for a hotel general manager to be successful.
Heymann (1992) agreed with Wyckoff (1984) that manufacturing guidelines
should not be a reference guide for the hospitality industry. Heymann (1992) developed a
10-point approach to quality management specifically for the hospitality industry. The
creation of this 10-point approach to quality management was rooted in guest
expectations, and successful hotels should use fulfilling those expectations to drive their
success, understanding that today’s organizations need to have a positive and adaptive
culture, which is the foundation of continuous improvement. Heymann (1992) provided a
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consolidation of previous research, emphasizing the importance of employee-driven
standards, including innovations and rewards, that could measure teams’ achievements.
Heymann (1992) acknowledged that challenges of continuous improvement involve
sometimes ineffective conflict resolution from management, resulting in misplaced
expectations of short-term results and a lack of company-wide commitment.
Subsequently, approximately 3 decades ago, both Wyckoff (1984) and Heymann (1992)
remain relevant by providing a research gap that supports the need for this study to
understand how leadership competencies of hotel general managers are developed and
practiced (Bharwani & Talib, 2017; Sandstorm & Reynolds, 2020).
Hotel general managers understand that continuous improvement requires a
commitment to their organizations and to understanding their customers’ requirements.
An organization’s employees can perceive a hotel general manager who possesses the
competency of continuous improvement as being committed to the business (Testa &
Sipe, 2012). In turn, employees are more likely to be satisfied with their jobs if they have
witnessed improvement in productivity and customer satisfaction because of their
manager, which improves the work environment for hotel employees (Benavides-Velasco
et al., 2014).
Farrington et al. (2018) found continuous improvement practices that make the
most significant impact in the hospitality field:


accurately understanding customer priorities through data collection;



having an organizational commitment to the culture, employees, and values;



recognizing and rewarding team achievements;



maintaining open, cooperative communication at all levels; and
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involving employees in the development of targets and operational standards.

Farrington et al. (2018) also concluded that challenges to implementing continuous
improvement might include:


false reality measures of customer experience (i.e., not taking into account
what the customer wants);



vision not shared across the company;



mismanagement of continuous improvement initiatives (Wyckoff, 1984);



expectations of quick fixes; and



immediate results.

Continuous improvement can assist intangible industries, such as the hospitality
industry, and provide precise reference points regarding competencies that are desired for
hotel general managers to possess. Testa and Sipe (2012) posited that hotel facility
operations could improve by sharpening the skills and improving the overall learning in
the hospitality industry. Over the past 30 years, continuous improvement remains a
relevant competency for leaders in hospitality. Therefore, this study intent was to
understand if hotel general managers continue to practice this competency and how they
obtained it over their career path.
Critical Thinking
Critical thinking can be used in the hospitality industry by using all available and
valuable resources to make appropriate decisions (Testa & Sipe, 2012). Critical thinking
is often associated with strategic positioning and interpersonal skills in hospitality
(Chung-Herrera et al., 2003; Dolasinski & Reynolds, 2019; Marneros et al., 2020; Sisson
& Adams, 2013). Leaders possessing critical thinking competency align with strategic
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decision-making that turns toward the bigger picture and focuses on the process (Testa &
Sipe, 2012). Hotel general managers who exhibit critical thinking also view problems
strategically by using unique methods to solve those issues (Testa & Sipe, 2012).
Some studies have found that hospitality leaders can create a work environment
that inspires critical thinking and helps others develop their decision-making (ChungHerrera et al., 2003; Tavitiyaman et al., 2014). Hospitality industry educators have agreed
with hospitality industry professionals that critical thinking is among the needed
conceptual competencies for a service leader or hotel general manager (Tavitiyaman et
al., 2014). Furthermore, the research has continued to align with the Sandwith (1993)
competency domain model and Millar et al. (2010) regarding an emphasis on critical
thinking as an essential competency for leaders in the hospitality industry (Marneros et
al., 2020).
Leaders having the competency of critical thinking have the ability to develop and
improve decision-making, adjust organizational climate, and encourage employees’
creative abilities (Tavitiyaman et al., 2014). Critical thinking remains vital in the list of
conceptual competencies that researchers have agreed are needed to be successful among
hotel general managers in hospitality (Cheung et al., 2010; Sisson & Adams, 2013;
Tavitiyaman et al., 2014). Cheung et al. (2010) and Sisson and Adams (2013) agreed,
also, that businesses that have thriving hospitality industries need to have a leader who
possesses critical thinking competency.
Cheung et al. (2010) conducted a mixed-methods study to assess managerial
competencies. The purpose of the study was to investigate if the existing graduate hotel
management education is preparing students with the vital managerial competencies
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required for Hong Kong’s hotel industry. The participants were a combination of hotel
managers, graduate hospitality students, and hospitality educators in Hong Kong, where
the study took place. Data collection was in two parts: in-depth interviews were
conducted, and questionnaires were specific for each group of participants.
The Chung-Herrera et al. (2003) leadership competency model assisted with the
development of the questionnaires. Cheung et al. (2010) revealed that based on the data,
hotel managers ranked critical thinking as the sixth most crucial competency. In contrast,
hotel graduate students ranked critical thinking as the eighth (least) most valuable
competency. Equally important, the results of Cheung et al. (2010) study conducted in
Hong Kong are similar to those of Chung-Herrera et al. (2003), conducted in the United
States 7 years before the Cheung et al. (2010) study.
The results of Chung-Herrera et al. (2003) and Sandwith (1993) were based on
data from over 30 years ago. Today, it is unclear how hospitality educators and
hospitality professionals view critical thinking as a competency for a hotel general
manager. Additionally, industry educators continue to reconcile how critical thinking is
taught in an academic setting to produce graduates that, some would argue, have the
skills and competencies needed for success in the hospitality industry (Alexakis & Jiang,
2019). The research clearly has a gap in the literature to conduct this study and to
examine the competencies essential for a hotel general manager.
Results Oriented
Being results oriented is the final competency identified under the business
perception category of the Testa and Sipe (2012) competency model in the hospitality
industry. Results-oriented competencies are behaviors that focus on achieving high
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expectations and getting tasks done (Testa & Sipe, 2012). Results-oriented hotel general
managers usually display one or more of the following behaviors: setting and maintaining
high expectations, being creative in promotions to meet business demand, and nurturing a
sense of urgency in others (Testa & Sipe, 2012).
Influential leaders who are very results oriented become necessary for an
organization’s success (Testa & Sipe, 2012). Because there is an increasing economic
challenge for hotel general managers to do more with less, effective managers find
creative ways to address business challenges (Bavik, 2016; Testa & Sipe, 2012; Wang &
Wang, 2009).
A competency, such as being a results-oriented leader in the hospitality industry,
is necessary to motivate service teams and ensure teams accomplish goals (Suh et al.,
2012; Tavitiyaman et al., 2014). Influential leaders are also creative in increasing
business demands and cultivating a sense of determination in others (Tavitiyaman et al.,
2014; Testa & Sipe, 2012). Testa and Sipe (2012) posited that economic challenges in the
world may cause results-oriented leaders to become scarce in the hospitality industry
(Testa & Sipe, 2012).
Guest Perception
The second category identified in the Testa and Sipe (2012) competency model
was guest perception, relating to the hospitality industry and focusing on developing
positive interactions with others. The guest perception competency category focuses on
managing guest experiences, such as communication, interpersonal communication,
being team-oriented, and creating positive relationships. These competencies were
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viewed as defining moments, a familiar place that forms the foundation for employee and
customer satisfaction in the hospitality industry (Testa & Sipe, 2012).
Communication
Communication requires listening effectively in various formal and casual work
settings (Testa & Sipe, 2012). Communication is a behavior that involves conversing
openly in a transparent manner (Testa & Sipe, 2012). Hotel general managers who
possess practical communication skills must exhibit the behavior they desire from their
employees (McClelland, 1973; Tavitiyaman et al., 2014). Hotel general managers can
accomplish increased communication with their staff by engaging in conversations that
promote learning, creativity, and further understanding of the company values.
Practical communication skills require a person to articulate by using words
successfully and utilizing expressions or actions regarding what that individual needs or
wants (McClelland, 1973; Testa & Sipe, 2012). Communication involves enlisting open
discussion with active listening (Tavitiyaman et al., 2014). In addition to written
communication skills (Chung-Herrera et al., 2003), effective negotiation and active
listening skills are competencies a hospitality industry leader should demonstrate with
appropriate emotional intelligence (Tubb & Schulz, 2006).
Sisson and Adams (2013) referred to communication as a soft skill that is needed
to better connect with guests and employees. Effective communication involves
exhibiting a service quality that stimulates a positive attitude and maximizes a memorable
experience for guests and customers (Testa & Sipe, 2012). Effectively communicating is
essential for the sustainability of guest and employee interactions. Positive guest and
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employee interactions can create open communication that lead to higher levels of service
quality (Testa & Sipe, 2012).
Tavitiyaman et al. (2014) found that communication comprises speaking with
impact, and active listening requires a person to communicate actively through words.
Sisson and Adams (2013) agreed with other researchers’ results regarding
communication as a leadership competency, agreeing that communication is in line with
listening and communication with hotel guests. Chung-Herrera et al. (2003), McClelland
(1973), and Tubb and Schulz (2006) stated that a person with communication skills needs
to communicate with impact verbally as well as be an engaged listener. Sisson and
Adams (2013) posited, too, that human relations skills and integrity are important
competencies for hospitality management success.
Ryan et al. (2009) conducted a quantitative study to learn more about the
leadership competencies that are crucial for a hotel general manager to succeed. The
purpose of the study was to determine if hotel general managers’ demographic
characteristics impacted the leadership competencies that they perceived to be vital for
success as a hotel general manager.
Based on their data analysis, the Ryan et al. (2009) findings revealed that hotel
general managers need to demonstrate the same competencies as the Chung-Herrera et al.
(2003) study to be vital for effective leadership, where, among seven other competencies,
communication was noted. Ryan et al. (2009) also found that human-relations skills, such
as communication and leadership skills, should be addressed to including training for
leaders to stay relevant in the skills needed for their profession.
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Aligned with the Ryan et al. (2009) finding regarding communication,
Talawanich and Wattanacharoensil (2020) conducted a qualitative study to identify the
challenges and essential competencies from manager trainees’ perspectives and compare
them to those from educators’ perspectives. Among manager trainees and educators in
the hospitality industry, both identified communication as the only competency that fell
under the category of interpersonal skills. The educators remained steadfast in their
position of the competencies they believed hotel manager trainees should have. In
contrast, hoteliers updated the list of essential competencies that manager trainees should
have and they focused on the communication domain as a key competency (Talawanich
& Wattanacharoensil, 2020). Communication competencies have remained a topic of
interest in hospitality research from Chung-Herrera et al., in 2003, to Talawanich and
Wattanacharoensil, in 2020; two studies conducted 17 years apart.
The Ryan et al. (2009) study found that communication is perceived as the most
critical competency for a hotel general manager. Despite communication being perceived
as most important, Ryan et al. (2009) acknowledged the limitation of having only
investigated hotel general managers’ perceptions of communication as leadership
competencies. Ryan et al. (2009) suggested that conducting their study across different
sectors other than hotel general managers in hospitality would have beneficial results.
These limitations provided the opportunity for this study to conduct qualitative research
by interviewing hotel general managers directly to understand how competencies were
developed and practiced for success as a hotel general manager today. This study will
add to the hospitality industry’s knowledge, given that a period of over 10 years has
passed since the Ryan et al. (2009) study.
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Interpersonal Communication
Effective interpersonal communication is a skill that diminishes misinterpretations
and potential conflicts that can emerge in the hospitality industry (Testa & Sipe, 2012).
Service leaders who possess effective interpersonal communication skills as a
competency must choose to be role models for the behavior they desire to see displayed
in their employees. Competencies that coincide with effective interpersonal
communication include oral presentation, telephone conversation conduct, conflict
management, and negotiating abilities (Chung-Herrera et al., 2003; Tavitiyaman et al.,
2014). Effective interpersonal communication is a competency that researchers in
hospitality have studied for many years (Chung, 2000; Sandwith, 1993; Sisson & Adams,
2013; Stevens & Campion, 1994, 1999; Weber et al., 2013).
Sisson and Adams (2013) defined interpersonal skills as necessary to interact
effectively with others for communication and related competencies. According to Sisson
and Adams (2013), interpersonal competencies are soft skills in the hospitality and hotel
industry. Sisson and Adams (2013) conducted a qualitative study of the essential
competencies needed in hospitality management, and they found interpersonal
communication among the highest-rated competency domains.
Soft skills include behavioral abilities that enable someone to interact effectively
with other people (Weber et al., 2013). Weber et al. (2013) conducted an empirical study
to examine the relevance and importance of soft skill competencies. The purpose of the
study was to expound upon previous soft skills competency research in the hospitality
industry. The Weber et al. (2013) study assisted entry-level managers by designing a tool
that would identify the soft skills competencies they needed. The participants were 180
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human resource managers. The study took place in the United States. Data were collected
using an online survey.
Based on data analysis, Weber et al. (2013) found that performance management
and leadership were the most critical categories of competencies in the hospitality
industry. The final factor labeled “influencer” focused on an entry-level manager’s ability
to see “the larger picture” and work with employees to achieve the desired results.
Additionally, the results indicated that being a “team developer,” one who can build trust,
rapport, and cooperation, should be a part of a hotel general manager’s competencies.
These results highlight that communication is essential in the field of hospitality.
The literature continues to rank interpersonal communication among the essential
competencies when referring to a hotel general manager. Weber et al. (2013) supported
Sandwith’s (1993) understanding of interpersonal communication, which, at the same
time, is comparable to Chung (2000), who identified that management and career success
is further enhanced by socialization and interpersonal relationships with employees.
Furthermore, Huang and Lin (2010) and Suh et al. (2012) found that interpersonal
communication was ranked as essential among the skills identified by hospitality
professionals.
Team Oriented
Team orientation is a leader’s effort to clarify a team vision, and it includes all
members in important decisions to develop a cohesive team (Testa & Sipe, 2012). Teamoriented leaders are those who are committed to inclusivity and who share that vision
with all employees. These leaders identify coaching and training as critical service
leadership competencies (Testa & Sipe, 2012). General managers who are team oriented
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tend to value all employees’ contributions, and they encourage brainstorming of creative
ideas. A team-oriented hotel general manager can develop a shared vision by helping
others work together cohesively.
Chung-Herrera et al. (2003) described being team oriented as “teamwork” in their
qualitative study. They found six competencies under leadership: “developing others,
embracing change, fortitude, fostering motivation, leadership versatility, and teamwork
orientation” (p. 21). Despite teamwork aligning with leadership competency, teamwork
ranked 95 out of the 99 competencies in the Chung-Herrera et al. (2003) study.
Tavitiyaman et al. (2014) conducted a study in Thailand of hotel general
managers who realized the hospitality market’s environment was changing, and this
change required them to have different leadership skills and competencies. The purpose
of the Tavitiyaman et al. (2014) study was to determine the leadership competencies
necessary for hotel general managers’ success in Thai hotels and to explore the
relationship between leadership competencies and hotel general manager characteristics.
Based on the data analysis, team building, ethics, and two other competencies were most
important for hotel general managers in the study (Tavitiyaman et al., 2014). The least
essential competencies deemed by hotel general managers were flexibility and strategic
orientation.
Regarding being team oriented, researchers have found that a hotel general
manager who focused on developing a team-oriented culture while navigating
organizational politics developed self-guided work teams (Tavitiyaman et al., 2014; Tubb
& Schulz, 2006). Considering that the hospitality industry continues to desire
organizations to do more with less (Bavik, 2016; Testa & Sipe, 2012; Wang & Wang,
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2009), it may become beneficial for hotel general managers to enhance their team
orientation and coaching skills (Testa & Sipe, 2012).
Creating Positive Relationships
Influential hospitality service leaders must identify and recognize essential
interrelationships and the organizations they operate within (Testa & Sipe, 2012).
Fostering positive internal and external relationships with leaders and colleagues provides
an opportunity for an organization to stay abreast of new developments and trends in the
industry (Chung-Herrera et al., 2003; Higgins & Kram, 2001; Kong et al., 2012, Testa &
Sipe, 2012).
The Chung-Herrera et al. (2003) study supported a hotel general manager keeping
the lines of communication and collaboration open with companies outside of the
hospitality industry to create positive relationships. Furthermore, Chung-Herrera et al.
(2003) found that networking creates positive relationships within an organization and
helps that organization stay connected to the hospitality hotel industry. Networking
provides a vast opportunity for resources for both employees and business partnerships.
Nurturing these positive relationships promotes getting involved in the community and
giving back, volunteerism, and efforts to move the hospitality industry forward by
fostering relationships outside of the organization (Chung-Herrera et al., 2003; Testa &
Sipe, 2012).
Aligning with Chung-Herrera et al. (2003) and Testa and Sipe (2012), Kong et al.
(2012) conducted a quantitative study exploring the notion that organizations and
individuals both have respective obligations in the career management plan of employees.
The study aimed at identifying the development of employees’ career competencies and
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satisfaction based on individual and organizational factors. The participants consisted of
individuals working at 4- or 5-star, state-owned hotels.
Based on data analysis, the Kong et al. (2012) findings revealed that hotel career
management focuses more on career competencies than career commitment. Kong et al.
(2012) illustrated how organizational dynamics play a more influential role in creating
positive relationships than focusing on enhancing career competencies for employees.
Kong et al. (2012), recognizing that their study results might have been different from
Western studies, suggested that career management is solely an individual’s
responsibility and not just the organization’s responsibility. Moreover, Kong et al. (2012)
argued that many career-competent employees are committed to their hotels and careers,
thereby creating positive relationships in the hospitality industry.
Creating positive relationships can foster learning, which may prove essential for
staying ahead of guests’ expectations. Leaders who create positive relationships attend
networking events and special professional events (Higgins & Kram, 2001; Kong et al.,
2012). These leaders spend time and energy keeping in contact with industry partners and
associates (Testa & Sipe, 2012). With a rise in quantity and quality, social media use may
be a valuable tool for developing networking skills (Testa & Sipe, 2012). Social media
can provide networking opportunities, facilitating vital learnings of customer service
expectations, which simultaneously cultivates positive and loyal relationships with
employees and guests (Testa & Sipe, 2012). Despite Higgins and Kram (2001) and Kong
et al. (2012) identifying the importance of creating positive relationships, creating
positive relationships received little to no recognition in other industry leadership
competency studies, providing a distinction between the service and manufacturing
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industries (Testa & Sipe, 2012). Likewise, creating positive relationships also increases
networking, aids in managing conflict, welcomes diversity, and assists in developing a
leader’s self-perception (Chung-Herrera et al., 2003).
Self-Perception
The final category identified in the Testa and Sipe (2012) competency model was
self-perception relating to the hospitality industry. Self-perception focuses on skills,
abilities, and behaviors specific to managing oneself in a service setting (Testa & Sipe,
2012). There are four competencies within the self-perception category: professionalism,
self-management, time management, and being adaptable to change. These competencies
are viewed as displaying consistent behaviors, delivering on promises, satisfying
customers, and taking the initiative to continuously learn within the hospitality industry
(Testa & Sipe, 2012).
Professionalism. Professionalism is a skill that allows an individual to put ideas
into action while providing others with direction to achieve company goals (Sisson &
Adams, 2013; Tubb & Schulz, 2006; Tavitiyaman et al., 2014). Professionalism
competencies also include strategic positioning, interpersonal skills, and critical thinking
(Chung-Herrera et al., 2003; Dolasinski & Reynolds, 2019; Marneros et al., 2020). The
backbone of the hospitality industry is professionalism (Testa & Sipe, 2012). Hospitality
leaders who exhibit professionalism display continuous confidence by representing and
upholding organizational values while treating others with respect and dignity (Testa &
Sipe, 2012). Leaders in the hospitality industry who exhibit the competency of
professionalism have the propensity to understand the importance of leading with
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integrity and aligning with company values (Testa & Sipe, 2012). Leaders who exhibit
professionalism establish a high level of trust within their workgroups.
Professionalism embodies gaining employee trust and confidence, having
integrity, embracing change, fostering motivation, or providing employees with the
necessary tools to succeed (Chung-Herrera et al., 2003; Millar et al., 2010; Wang & Tsai,
2014). Professionalism competencies incorporate team building and ethics, leadership
skills, and communications skills (Tavitiyaman et al., 2014; Dolasinski & Reynolds,
2019). When an organization can identify different professional leadership skills at the
senior managerial level, this provides an edge over the competition (Bharwani & Talib,
2017). Therefore, professionalism is one of the essential competencies needed to succeed
in the hospitality industry (Sisson & Adams, 2013).
Sisson and Adams (2013) found professionalism to be a soft competency that
leaders in hospitality should possess. Leaders who exhibit professionalism have a
working knowledge of the importance of grooming standards and their role in
representing the hotel organization (Sisson & Adams, 2013; Tesone & Ricci, 2005).
Aligned with Sisson and Adams (2013), Weerakit and Beeton (2018) argued that with
training, a person could change and adapt to an organization’s culture by developing
skills and competencies of other leaders in hospitality.
Testa and Sipe (2012) found that service leaders who ranked above average in
professionalism had the charisma and voice to engage with employees and hotel guests.
Moreover, leaders with developed professionalism act ethically and responsibly.
Self-Management. Self-management is a standard competency consisting of
actions relating to personal characteristics regarding how leaders handle themselves
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(Chung-Herrera et al., 2003; Tavitiyaman et al., 2014). Moreover, Chung-Herrera et al.
(2003) defined self-management as ethics and integrity, time management, ﬂexibility and
adaptability, and self-development.
Research in the hospitality literature has described self-management as a vital
competency for hospitality leaders and as a critical competency, especially when working
under stress (Chung-Herrera et al., 2003; Sisson & Adams, 2013; Weerakit & Beeton,
2018). Those who understand the meaning of self-management have the potential of
being classified as leaders in the hospitality industry because they can identify critical
interrelationships within the systems in which they operate (Testa & Sipe, 2012).
Likewise, leaders in the hospitality industry should act ethically while effectively
handling numerous competing demands (Chung-Herrera et al., 2003). Managerial
competency in the hospitality industry consists of critical thinking, communication, and
leadership (Cheung et al., 2010). These are all characteristics of the self-management
competency that hotel managers hold as primary in importance, followed by industry
knowledge, leadership, and time management (Cheung et al., 2010).
Regardless of where hospitality research takes place, self-management continues
to be reflected in the results of the research as a competency that remains important
among hotel managers in the United States and other countries (Tavitiyaman et al., 2014;
Weerakit & Beeton, 2018). Self-management is a competency that remains prevalent and
also continues to be acknowledged among researchers in hospitality.
Individuals seek hotel general managerial positions that have the potential of
aligning their capabilities with the set of competencies and skills required for their career
plan, turning job descriptions into practical development tools (Bharwani & Talib, 2017).
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Therefore, individuals can use job descriptions as a trajectory of the goals and
competencies they wish to gain, and they can exhibit self-management and achieve where
they want to be in the future by displaying self-management through their ethics,
integrity, flexibility, and character (Chung-Herrera et al., 2003; Tavitiyaman et al., 2014).
Time Management. Time management is one of four behavioral dimensions
linked with self-management. Time management is a person’s ability to control
interruptions, set priorities, and meet deadlines through self-discipline (Bharwani &
Talib, 2017). Time management is how hotel general managers can encompass their
leadership characteristics by focusing on critical priorities while balancing multiple tasks
(Chung-Herrera et al., 2003; Tavitiyaman et al., 2014; Testa & Sipe, 2012). Hotel general
managers with good time-management skills can delegate tasks to others to achieve the
best overall results, focusing on the matters aligned with the organization (Testa & Sipe,
2012).
Brownell (2004) conducted a quantitative study to identify the skills and personal
characteristics general managers of luxury hotels perceived to be necessary. The study
aimed to explore development strategies and future requirements for hotel general
managers. The participants consisted of individuals who held managerial positions at a
luxury hotel in the United States. Based on data analysis, Brownell’s (2004) findings did
not rank time management as a vital skill for managing employees in hospitality. More
than 40% of the participants mentioned that interpersonal communication skills were
vital for managing employees, not time management (Suh et al., 2012).
Aligning with Chung-Herrera et al. (2003), Tavitiyaman et al. (2014), and Testa
and Sipe (2012), Yang et al. (2014) conducted a study to understand the competencies
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hotel graduates perceived as necessary in the hospitality industry. The study took place in
India. Based on data analysis, Yang et al. (2014) found that time management ranked
number four in importance for industry professionals and educators. Suh et al. (2012)
agreed that time management was likely a core element for future leaders, including a
commitment to quality (Chung-Herrera et al., 2003). Chung-Herrera et al. found that
hotel general managers with superior time management skills were likely to see past less
critical issues, focus on the most demanding problems, and focus on their solutions;
therefore, making these managers more likely to adapt to change.
Adaptable to Change. Adaptability to change is a leader’s ability to adjust to
changes quickly (Testa & Sipe, 2012). Leadership competencies, such as adaptability to
change, continue to be examined in the research. Chung-Herrera et al. (2003) referenced
adaptability to change as a constant transformation within the industry, economy, guests,
and employees; therefore, leaders must be able to adapt to change—often instantly.
Additionally, having a leader with the capacity to be flexible in a changing business
environment requires industry expertise.
Kay and Russette (2000) conducted a quantitative study to examine manager jobrelated competencies in hospitality. The study aimed to determine if essential
competencies are transferable from one management level to another or if some
competencies are specific for a particular job. The participants consisted of Palm Beach
Country Hotel and Motel Association members. The study took place in the United
States.
Kay and Russette (2000) produced findings agreeable to Chung-Herrera et al.
(2003). Based on data analysis, Kay and Russette (2000) found that senior managers,
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such as hotel general managers, emphasized the competency of adapting to change more
so than subordinate managers, such as directors. Ultimately, having a tolerance for
change appeared essential for future skills, though it has not been given much attention in
previous research (Suh et al., 2012).
Adaptability to change is one of the essential factors in self-perception.
Tavitiyaman et al. (2014) described flexibility and adaptability as encompassing actions
of a leader’s characteristics regarding how they conduct themselves (Chung-Herrera et
al., 2003). Testa and Sipe found that a leader can adapt to change and see it as a way of
life, which helps to understand the connection between leadership effectiveness and
organizational effectiveness (Lee, 2018; Velmurugan, 2016; Vilkinas et al., 2020). The
research on adaptability to change provides an opportunity to examine further if
adaptability to change is still a relevant competency being practiced and developed by
hotel general managers in 2021.
Chapter Summary
There has been continuous research on the competencies needed or desired in the
hospitality industry. Despite the recent events of COVID-19, the hospitality and tourism
industry is one of the third-leading largest economic grossing professions in the world.
Acknowledging the importance of success in an ever-evolving industry, such as
hospitality, would justify the benefits of having leaders with the proper competencies to
oversee organizations’ employees and success. So far, however, there remains much
uncertainty regarding how competencies are developed and if competencies identified in
the literature review are needed for hotel general managers to be successful.
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Chapter 3: Research Design Methodology
Introduction
The hospitality industry employs nearly 330 million people worldwide (WTTC,
2019). Hotel owners, investors, international hotel operators, and management companies
need to remain diligent in the effort to define and promote key success competencies for
the hospitality industry (Marneros et al., 2020). There is a high demand for hotel general
managers possessing the necessary competencies to lead a hotel organization in the
current era of unprecedented changes and uncertainty due to COVID-19 (Gursoy & Chi,
2020; Marneros et al., 2020; UNWTO, n.d.). The pandemic has created an increased
market demand for the most experienced and qualified hotel management individuals in
various regions of the hospitality industry (Carnevale & Hatak, 2020). Having employees
who are confident in hands-on skills and who have the competencies to perform the role
of hotel general manager proficiently is the hospitality industry’s key to staying relevant
and successful (Martínez-Ros & Orfila-Sintes, 2012).
Numerous community colleges and trade schools have been teaching the
necessary hands-on skills needed in the hospitality industry (Millar et al., 2010). This
process of presenting skills and knowledge has been happening since the establishment of
the first 4-year hospitality and tourism education program in the United States at Cornell
University in the 1920s (Millar et al., 2010). There have been long-standing concerns in
the hospitality industry that hospitality management education programs are not
adequately preparing students to enter the field (Alexakis & Jiang, 2019; Gursoy & Chi,
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2020; Gursoy et al., 2012; Johanson et al., 2011; Martínez-Ros & Orfila-Sintes, 2012;
Millar et al., 2010). Some hospitality students lack the necessary competency skills
needed to be employed in this evolving industry (Martínez-Ros & Orfila-Sintes, 2012).
Additionally, the hospitality industry and hospitality management programs continue to
have extensive discussions regarding the indecisiveness as to which successful leadership
competencies students should have upon graduation (Marneros et al., 2020; Testa & Sipe,
2012).
Consequently, various studies in the hospitality industry and management
programs acknowledge the concern industry professionals have regarding the
misalignment of hospitality curriculum and industry requirements. Few studies address
top-level management concerns specifically about the competencies needed for success
as a hotel general manager (Marneros et al., 2020). Furthermore, having incompetent
management for the hospitality industry that employs nearly 330 million people can have
long-term negative ramifications (Sawyers, 2017). Incompetent hotel general managers
create a breeding ground for hostile work environments, with little or no employee
recognition, leading to low employee morale (Sawyers, 2017), which further affects the
hotel service, integrity, and organizations’ images.
The hospitality industry is constantly evolving, and recent events caused by
COVID-19 (UNWTO, n.d.) have contributed to the need for better understanding the
ideal profile for hotel general managers. Therefore, it is vital to ensure hotel general
managers are developing and learning the leadership competencies needed to be
successful. Chapter 3 focuses on the research design, context, participants, and the data
analysis of understanding the research question: “What lived experiences of hotel general
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managers in the Northeast United States contributed to the development of their
leadership competencies?” The study examined how leadership competencies are learned
and practiced by successful hotel general managers. Moreover, the study provides a better
understanding of the competencies identified in prior research that are currently being
practiced by hotel general managers.
Research Design
The qualitative study applied a phenomenological approach to examine how the
lived experiences of hotel general managers contributed to the development of their
leadership competencies. Qualitative research analyzes the social production of issues,
events, and practices by collecting nonstandard data and analyzing texts and images
rather than numbers and statistics (Flick, 2018; Given, 2008). By using a
phenomenological approach, the study brought insight to the career path of hotel general
managers that contributed to the development of competencies and obtain this executive
leadership position (Smith et al., 2009; Van Manen, 1990).
Research Context
This qualitative research took place in the Northeast United States and included
hotels in Connecticut, Delaware, Maine, Maryland, Massachusetts, New Hampshire, New
Jersey, New York, Pennsylvania, Rhode Island, and Vermont. The Northeast United
States was chosen to allow for a larger sample area of hotels to draw from across various
states. The selection of the Northeast United States was purposeful to have a sample
reflective of hotel general managers in different states.
The 212 hotels included in the study were selected based on meeting the 5-star
hotel criteria in the Northeast United States. The hotel criteria included having a business
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center, fitness center, and a restaurant on-site (Visit Rochester, NY Limitless, n.d.; Visit
Buffalo Niagara, n.d.; Syracuse, n.d.; Visit New England, n.d.). Five-star hotels are hotel
properties that offer their guests the highest levels of luxury through personalized
services, a vast range of amenities, and sophisticated accommodations (Five Star
Alliance, 2020). To increase potential participants, over 321 hotels receiving a 4- star
rating were included in this study (Booking, n.d.; Hotels, n.d.). These top-rated hotels
were selected to ensure that the hotel general managers were leading highly ranked
establishments as well as overseeing multiple departments. Furthermore, hotel general
managers of 4- and 5-star hotels reflect success of a person in that position.
Research Participants
Inclusion criteria for participation in the study included individuals who were
hotel general managers in the Northeast United States and had at least 2 years of
experience. The years of experience criteria was to ensure the participants had
experienced a complete fiscal year and also experienced the seasonal changes of
employees and guest expectations. The years of experience did not have to be at the same
hotel. Exclusion criteria were hotel general managers having less than 2 years of
experience and not being employed in a hotel that was ranked as a 4- or 5-star hotel
(Booking, n.d.; Five Star Alliance, 2020; Hotels, n.d.) in the Northeast United States.
The researcher gathered hotel general manager contact information through the
hotels’ websites. If only a generic email was provided online, the researcher called the
property to obtain a more direct email for the hotel general managers. Only five
participants had met the inclusion criteria, agreed to participate, and completed the
informed consent form. Each participant was assigned a number and pseudonym for their
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name and hotel. Each participant responded to the email invitation to participate in this
study. Five participants responded, met the criteria, and participated in the study and
reflect a variety of hotel demographics and hospitality experiences.
The demographics of the final participants are listed in Table 3.1.
Table 3.1
Participant Pseudonyms and Demographics
Number of
departments
reporting to
participant

Highest
level of
education

Years in
hospitality
before
general
manager
position

Years as
general
manager

Hotel
pseudonym

26–30

27

Hennessey

2–5

13

Westfield

Participant
pseudonym

Gender

Mr. Thompson

Male

10+

BS

Hotel &
restaurant
management

Mr. Conner

Male

10+

BS

Not
disclosed

Ms. Bennett

Female

10+

BS

Hotel &
restaurant
management

21–25

6

Lotus

Mr. Peterson

Male

7

BS

Hotel
management

11–15

35

Gillet

Mr. Anderson

Male

10+

MS

Marketing &
revenue
management

11–15

14

Breckland

College
major

Note. For the purpose of this study, the researcher provided the pseudonyms for the participants and the
hotels. Race: All participants identified themselves as White.

Instruments Used for Data Collection
The four instruments used for this study include a demographic survey, a semistructured interview protocol, analytic memos, and the researcher.
Demographic Survey
The demographic questionnaire, developed by the researcher, included eight
questions asking about race, ethnicity, gender, age, educational background, professional
background, years served in the current position as well as the participants’ title, rank,
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and number of departments they oversee. These questions were used in this study when
the participants were asked about their educational or professional training.
Semi-Structured Interview Protocol
The second instrument in this study was the semi-structured interview protocol.
The interview protocol included questions constructed by the researcher that based on
prior research on hospitality leadership competencies and Testa and Sipe’s (2012)
competency model framework. Probing questions were also used, when needed, to ask
for more information or to explain ideas (Creswell & Creswell, 2018).
Analytic Memos
Analytic memos allowed the researcher to record thoughts during the research
process. These analytic memos were coded and used as additional data. Analytic memos
are the notes of a researcher conducting an interview. Analytic memos take place when
the researcher makes note when a participant laughs, or sighs, for example, during an
interview. Upon reviewing the transcripts of the interviews, the researcher can go back
and incorporate the notes taken to correspond with participant gestures, behaviors, or
surroundings not otherwise recorded in question responses. Analytic memos were chosen
as a research tool to provide further meaning to the responses of the participants during
the interview process. Analytic memos occurred throughout the entire duration of each
interview.
Researcher
The researcher is a primary instrument in collecting the data necessary to identify
personal values, assumptions, and biases at a study’s outset (Creswell & Creswell, 2018).
In qualitative analysis, researchers become the instrument of the research (Janesick,
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2000). Researchers may have knowledge and experience in the area of study, yet they
should use the layout of the interviewee’s perspective to understand the meaning of what
a person is saying, rather than using the researcher’s interpretation of what the person is
saying (Hycner, 1985).
At the time of this study, the researcher had 5 years of hospitality experience and
earned a Bachelor of Science degree in Hospitality and Service Management and a
Master of Science degree in Hospitality and Tourism Management. The researcher also
has a background working in hotel administration and restaurant operations
administration. The researcher has extensive experience in vendor negotiations and
company product presentations. Additionally, the researcher has traveled internationally
to obtain new, innovative knowledge regarding hotel operations and guest expectations.
The previously mentioned expertise of the researcher assisted in defining the data
collection for this study. The researcher had previous experience as the chief maître d’ for
6 years with the same restaurant, and the researcher has held the positions of office
manager, accounting assistant, event planner, and executive assistant to the hotel’s
wedding planner. Furthermore, the researcher continues to stay current in the field by
reviewing peer-reviewed articles and data research by various researchers (Hauf, 1980;
Millar et al., 2010; Tavitiyaman et al., 2014; Testa & Sipe, 2012; Ulker-Demirel & Ciftci,
2020).
Procedures Used for Data Collection
The following section explains the steps that the researcher took to conduct the
research for the study.
1. Obtained Institutional Review Board approval from St. John Fisher College.
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2. Conducted a pilot interview with a colleague who worked at a 5-star hotel in a
managerial role.
3. Upon completion of the pilot interview, the order in which questions were
asked was reorganized for overall flow of the interview process
4. The invitation to participate was emailed to the list of prospective hotel
general managers. Individuals who chose to participate clicked on an
embedded link in the invitation that took them to a consent form and the
demographic survey using Qualtrics (Qualtrics XM, 2021).
5. An email was sent directly to those that agreed to participate in this study.
6.

Due to the COVID-19 pandemic and the uncertainty of the virus at the time
of this research, virtual interviews were conducted using the Zoom meeting
platform to gather data and to ensure the researcher and participants’ safety.
The researcher utilized the Zoom platform, having the most experience with
this form of video conferencing and meetings. Cameras were not required to
be enabled for the participants who wanted to have additional anonymity.

7. The researcher assigned a pseudonym for the participants and their places of
employment.
8. The interview audio recordings were transcribed by www.rev.com
9. All recordings and memos are stored according to the confidentiality protocols
outlined in the informed consent form.
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Confidentiality
The recording and notes relating to this interview are stored on a personal
computer in a password-protected folder and they will be destroyed 3 years after this
study has been completed.
Procedures Used for Data Analysis
Data collected from the demographic survey, interview questions, in addition to
analytic memos, was reviewed and analyzed in alignment with phenomenological
procedures for this research study. In vivo coding was used to summarize and categorize
the interviews. In vivo coding identifies words and phrases from the research
participants’ data to describe a culture or subculture to support the participants’ voices
(Saldaña, 2016). Identification of these codes provided insight into the qualitative
interview process that could have gone unnoticed during the actual interview (Brinkmann
& Kvale, 2015). The seven steps of Colaizzi’s (1978) data analysis process for
phenomenological research were used, and they are outlined below:
1. Read and re-read the transcript of each interview.
2. Extract the significant phrases and statements that pertain to the phenomenon.
3. Give meaning to the statements.
4. Organize the collection of meanings into clusters of themes.
5. Create an exhaustive description with clusters of themes.
6. Summarize and establish the fundamental structure of the phenomenon.
7. Return to interview transcripts to ensure the credibility of data
Data collected from the demographic survey, semi-structured interview questions,
in addition to the analytic memos, were reviewed and analyzed in alignment with
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phenomenological procedures for this research study. Results were summarized and
categorized with in vivo coding. Identification of the in vivo codes provided insight into
the qualitative interview process (Brinkmann & Kvale, 2015).
Chapter Summary
The purpose of this qualitative phenomenological study was to better understand
how the lived experiences of the hotel general manager participants contributed to the
development of their leadership and management competencies. The population for the
study was 533 hotel general managers located across the identified 11 states in the
Northeast United States from 4- and 5-star hotels. Virtual interviews were conducted to
allow for further understanding and attestation of the competencies used within the hotel
general managers’ positions. Furthermore, the interviews of the managers’ lived
experience allowed for a more authentic perspective for hospitality educators to use when
evaluating academic curriculum.
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Chapter 4: Results
Introduction
The literature review revealed that finding highly qualified hotel general
managers to fill top managerial positions in the hospitality industry is one of the
industry’s primary concerns (Birdir, 2002; Carnevale & Hatak, 2020). Despite the
difficulty to fill top managerial positions in hospitality regions worldwide due to high
market demand, hotel general managers’ competencies remain undefined (Carnevale &
Hatak, 2020). The purpose of this study was to explore how hotel general managers
acquired leadership competencies that contributed to them becoming a successful hotel
general manager. The following research question guided this study: What lived
experiences of hotel general managers have contributed to their development of
leadership and management competencies?
Chapter 4 reports the research findings, which are arranged into four major
themes that emerged among the five participants in this phenomenological research
study. The themes evolved from the analysis of the data collected from the five hotel
general managers employed in the Northeast United States. Semi-structured interviews
were conducted with each participant. The years of experience holding the title of hotel
general manager ranged from 6 to 35 years (Table 3.1).
In addition, analytic memos and research interview questions aided in analyzing
the research data collected. All the themes directly reflected the events and insights of the
participants who had firsthand experience in the role of a hotel general manager of a 4- or
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5- star hotel in the Northeast United States. The following four themes were identified
upon completion of the data analysis:
1. Staying Engaged by Knowing Employees
2. Work Experience versus Education
3. Leading through Adversity
4. Adapt or Expire
Participant Demographics
A demographic survey was used to collect data such as educational level, number
of departments within the hotel reporting to the hotel general manager, and number of
years in which the participants had held the title of hotel general manager.
At the time of his interview, Participant 1, Mr. Thompson, had been a hotel
general manager for 27 years. Mr. Thompson attended a 4-year business university where
he majored in Hotel and Restaurant Management. Upon graduating, he moved to a
metropolitan city in the Northeast United States. Mr. Thompson continued to work in the
hospitality industry until relocating to another state in the Northeast United States and
becoming the hotel general manager of the Hennessey Hotel. As of 2020, Mr. Thompson
was the Vice President of an international hotel organization that managed the Northeast
United States for the company. Mr. Thompson appeared to be knowledgeable about the
inner workings of the hospitality industry and the fundamentals of being a hotel general
manager of a 4- or 5-star hotel in the Northeast United States.
At the time of his interview, Participant 2, Mr. Conner, had been a hotel general
manager for 13 years. Mr. Conner worked in numerous states in the Northeast Region,
opening and assisting hotels. Mr. Conner returned to the state he was working in at the
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time of his interview and obtained the title of hotel general manager. After securing the
position of hotel general manager, Mr. Conner attended a 4-year college. He did not
specify his major while in college, though he graduated with a bachelor’s degree. Upon
graduation, Mr. Conner changed hotels, under the same owner and operator; and was the
hotel general manager of Westfield Hotel. Mr. Conner appeared to be new to the role of
hotel general manager and knowledgeable of his current responsibilities of being a hotel
general manager of a 4 or 5-star hotel in the Northeast United States.
At the time of her interview, Participant 3, Ms. Bennett, had been a hotel general
manager for 6 years, working at least 21 years in the hospitality industry prior to being a
hotel general manager. Ms. Bennett attended a 4-year state university where she
graduated receiving her Bachelor of Science degree in Hotel Restaurant Management.
Ms. Bennett did her internship at a hotel in a metropolitan city on the East Coast. Upon
graduation, she moved to the metropolitan city where she did her internship. Ms. Bennett
continued working in various hotels in the area, advancing her career for 10 years before
receiving the hotel general manager position of the Lotus Hotel. Ms. Bennett appeared to
be a very kinesthetic hotel general manager, and she appeared to be eager to learn within
the hospitality industry, yet she was just as eager to teach others in her role of hotel
general manager in the Northeast United States.
At the time of his interview, Participant 4, Mr. Peterson, had been a hotel general
manager for 35 years. Mr. Peterson attended college overseas, majoring in hotel
management, and received the equivalence of a bachelor’s degree in the United States.
Mr. Peterson moved to the United States about 15 years after graduating and worked in a
metropolitan city not located in the Northeast United States. He then moved to a
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metropolitan city in the Northeast United States, being hired as a hotel general manager,
8 years after arriving in the United States. Mr. Peterson then went back overseas for a
year to run a hotel. After that year, Mr. Peterson returned to the United States. He bought
and managed a seasonal hotel in the Northeast United States for 12 years. He ran his
business alone for 5 years before hiring a management team to run the hotel, and then
returned to the metropolitan city to run another hotel for 8 years. As of 2008, Mr.
Peterson was the hotel general manager of the Gillet Hotel. Mr. Peterson appeared to
have a great deal of wisdom in understanding the wants and needs of both his guests and
employees. He appeared to be immersed in the hospitality industry—especially in his role
as the hotel general manager of a 4 or 5-star hotel in the Northeast United States.
At the time of her interview, Participant 5, Ms. Anderson, had been a hotel
general manager for 14 years. Ms. Anderson attended a 4-year university where she
majored in business. Upon graduating with a bachelor’s degree in business, Ms.
Anderson went into finance and worked for an investment company. She quickly realized
she was not fulfilled in her finance position. Already loving the hospitality industry, Ms.
Anderson received several suggestions from friends to get a part-time job in a hotel since
she loved to travel. Ms. Anderson’s first job was as a concierge, and with her business
degree, she continued receiving promotions. She was opening hotel locations, training
staff, and performing all of the guest services. Ms. Anderson was then recruited by
another hotel chain where she was head of the concierge department. She met the owner
of the Breckland Hotel while working for a different hotel chain. After opening the
Breckland Hotel, Ms. Anderson took a position at another location but she was not
challenged by the new position. A few years into her position at the other location, the
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owner of the Breckland Hotel reached out and asked her to come back to the hotel as the
general manager, a position she continued to hold in 2022. Ms. Anderson was also an
adjunct professor at a university within her state. Ms. Anderson appeared to be
sophisticated and poised in her role of a hotel general manager.
Of the five hotel general managers who completed the survey, four hotel general
managers, Mr. Thompson, Mr. Conner, Ms. Bennett, and Mr. Peterson, were from the
same state. Ms. Anderson was from a different state within the Northeast United States.
Ms. Anderson was also the first female hotel general manager of a 5-star hotel in the
metropolitan area within her state within the Northeast United States. All five
participants, Mr. Thompson, Mr. Conner, Ms. Bennett, Mr. Peterson, and Ms. Anderson,
expressed variations of either growing up in the hotel industry, traveling early in life, or
always having a desire to work in the hospitality industry. All five participants did attend
and graduated from college. Three of the five participants, Mr. Thompson, Ms. Bennett,
and Mr. Peterson, attended and graduated from college with a degree in hotel
management or hotel and restaurant management. Mr. Conner did attend and graduated
from college though no degree was specified. Ms. Anderson was the only participant who
attended and graduated college with a business degree in finance.
Theme 1: Staying Engaged by Knowing Employees
All five participants in this study shared their experiences of engaging and
interacting with their employees helped them to develop their leadership and managerial
competencies. Staying engaged by knowing employees refers to actively knowing
employees who worked within the hotels, including the employee’s likes and dislikes,
goals, and strengths. The participants believed a level of communication needed to occur
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between the employees and the hotel general manager. Each participant provided an
example of engaging with an employee or group of employees, and they provided the
overall learnings/takeaways after engaging with these employees.
Mr. Thompson referred to himself as an extension of the ownership of the hotel.
Applying that mindset, he wanted employees to know he was also interested in what they
needed from the corporate office and how he could help the employees be successful. Mr.
Thompson revealed why a hotel general manager should be a person who employees can
comfortably engage with and approach. Mr. Thompson stated,
You want to be an approachable person. I guess that’s the best way to put it. Even
though you may have the final say in certain things, you want to talk to your
employees, you want to be approachable, you want them to be able to
communicate to you, and to trust you. (L 392–394)
In this study, staying engaged by knowing employees also refers to how hotel
general managers take a more employee engagement approach by taking care of
employees’ concerns and listening to them. The meaning of the employee engagement
approach in this study is actively communicating with employees, having empathy for
employees and caring about their well-being as a person and as an employee. Employee
engagement for the participants in this study included listening and communicating with
employees on a non-work-related basis. General hotel managers in this study expressed
how providing an open, welcoming, safe, and neutral space was important for them to
stay engaged with their employees.
Participants in this study shared that an open-door policy was essential to help
them get to know employees. An open-door policy emerged as a reference point when the
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participants described how employees could contact the hotel general manager to talk
about anything work or non-work related. The meaning of open-door policy in the
context of this study allows employees to have access to management, particularly the
hotel general manager. The participants expressed that an open-door policy allows an
employee to approach and engage with management without necessarily needing a
scheduled meeting or having a designated time frame.
Mr. Thompson, having been a hotel general manager for 27 years, reinforced
being approachable by sometimes taking a human resources approach in various
situations. An employee may see the hotel general manager as their only friend and
support system. Mr. Thompson conveyed,
But, also, be the understanding one of your employees, and often times, you’re
not only their manager, but you’re their counselor; you’re their therapist; you’re
their whatever. Sometimes you’re the only friend they have. I mean, because our
workforce could be classified. A lot of it’s entry-level employees that we have,
that are making minimum wage. And, so, with that caliber of employee,
sometimes they haven’t had all the best breaks in their lives, so you’ve got to
show empathy and care. But that makes you feel fulfilled as well, when you do
take care of people. (L 258–265)
Mr. Thompson’s experience managing employees allowed him to realize why it
was imperative to know employees and create meaningful relationships. A hotel general
manager having an increased level of engagement with employees shows there are those
who are invested in them and care about their well-being, in addition to their overall
success. Mr. Thompson believed the objective of staying engaging is all about taking care
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of the employees. Mr. Thompson continued by referring to Mr. Marriott. Mr. Thompson
said,
It’s providing, it’s all about taking care of your people. Mr. Marriott says it best,
right? It’s a pretty simple formula to success. He says, “Take care of your
employees. If you take care of your employees, your employees will take care of
your customers, and your customers will come back, and back, and back, and
they’ll take care of the bottom line.” That’s a pretty high-level overview. There’s
a lot of details that go into all of that. (L 106–110)
Mr. Thompson encouraged hotel general managers to step out of the office and
personally interact with their staff. He indicated that making himself leave his office
should be a part of a hotel general manager’s routine to interact with employees firsthand,
Mr. Thompson stated, “Get out of your office, walk around with your managers [of
individual departments within the hotel], talk to your employees. What’s great? What’s
not so great? What do I need to improve? What do you recommend? Listen to them” (L
328–330).
Ms. Bennett also reinforced that staying engaged by knowing employees allows a
hotel general manager to develop their people skills by having that bond with employees.
Ms. Bennett added value to Mr. Thompson’s statement of being seen and approachable
by employees within the hotel. Ms. Bennett stated,
You need to be visible, so I walk around quite a bit and talk to the team
[employees working in various departments within the hotel]. Get to know your
team, really in terms of making sure you create those relationships with the people
that you work with. Because it’s a heck of a lot better to know someone,
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especially when you’re in the weeds [under pressure to complete a task], and say,
“Can we do this? Can we do this? Can we do this?” If I just came up to you and I
didn’t know you, I’d have to be like, “Hi, I’m Ms. Bennett, how are you? Nice to
meet you, I’m the general manager. Can you go fix this, that, and the other
thing?” It would be really awkward, but in order to get to know people, you really
do need to be present in front of them. (L 275–281)
Ms. Bennett explained why taking care of and keeping in touch with employees,
especially frontline employees, is respected. Frontline employees are individuals who
help run the hotel. Ms. Bennett referred to frontline employees as those working the front
desk and in housekeeping. Ms. Bennett revealed that frontline employees are the
heartbeat of the hotel. Her comment revealed that when she referred to frontline
employees staying engaged with employees and knowing employees allows a hotel
general manager to enhance and continue to develop their leadership and managerial
competencies, specifically focusing on people skills. Ms. Bennett stated,
Yeah, and so I think that that’s how you find out a lot of information and you
don’t ever want to lose touch with the employees that do those frontline positions,
because that’s where all of the guest service happens. That’s where the heartbeat
goes on in your hotel, in housekeeping, right? So you don’t ever want to lose
touch. (L 247–250)
Ms. Bennett aligned with Mr. Thompson’s perception of being approachable by
never losing touch and emphasizing the importance of remaining available to her
employees. Remaining in line with Mr. Thompson’s view of stepping out of the office,
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caring for employees, and getting to know employees reinforces the open-door policy
that was mentioned throughout the study by all participants.
Ms. Bennett disclosed how employees could get a hold of her day or night by way of her
cell phone. Ms. Bennett stated,
Open door, heart on my sleeve. Everybody can [get in touch with me] . . . Yeah,
cell phone, really—I want to know, so you can get in touch with me any time of
day or night for any question, because it’s important that I’m available. But, yes,
complete open door. (L 289–291)
Mr. Conner, growing up in the hotel industry, discussed his belief regarding being
approachable so that anybody could go and see him. He always made time to connect and
talk with employees the same day or within the week. Mr. Conner conveyed,
And all I ask is saying, “Mr. Conner, I need some time to talk to you.” And that’s
all you got to say. And I will find time to make sure that I connect with you for
whatever reason that may be. (L 262–264)
Mr. Conner revealed that as a hotel general manager, a leader has to inspire and
engage with employees. He continued by stating that if there was a lack of engagement
with employees, they would not be productive at the Westfield Hotel. Mr. Conner
divulged that though it may sound cliché, if a leader cannot inspire, lead, engage, or
motivate employees, they are not going to be productive at the Westfield Hotel.
Lastly, Mr. Conner discussed how he stayed engaged as the hotel general manager
of the Westfield Hotel by conducting the orientations for new employees. He spends 7
hours with new employees every other Wednesday. Mr. Conner commented that he
valued this opportunity to conduct orientations because it was most likely the most time
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he would ever spend with a new employee, he wanted individuals to see him as a human
being not just as the hotel general manager. Mr. Conner stated,
So that [doing all of our new hire orientations] gives me an opportunity to develop
a relationship. And, for some of those people, that will be the most time that I will
ever spend with them, will be during that orientation for 7 hours. So it’s an
opportunity for them to see me, get to know me, see me as a human being, as
weird as that sounds, and to try to make that connection so that they know that
they can be willing to connect with me. (L 254–258)
Ms. Anderson, the first female hotel general manager of a 5-star hotel in her state,
chose to stay engaged with employees and the open-door policy by being accessible by
cell phone. Ms. Anderson stated,
Yeah. And I keep my doors closed now because our offices are in (the) basement.
I have a lot of UV-C lighting and sanitizers and the noise and stuff, so I keep my
door closed. But I have a note that says, “My door is closed, but it’s still open.”
So they can call or text me anytime, 24/7. They [hotel employees] know that. And
I’m always reaching out if I haven’t heard from someone [hotel employee] to try
to check in and take their temperature [see how the employee is doing], see
what’s going on. (L 212–216)
Mr. Peterson’s statement added value to staying engaged by knowing employees
because employees are people, and a hotel general manager should have the proper skills
to manage employees. Understanding people is ever evolving. He stated,
There’s naught stranger than folks. There’s nothing stranger than people. People
are all individuals, some crazy, some not, covers all gamuts. So, getting used to
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that [dealing with people] is one of the big challenges of our [ a hotel general
manager’s] career. (L 74–76)
Mr. Peterson shared that hospitality is a people-based industry. Hotel general
managers can continue developing their leadership and managerial competencies of
engaging with employees by keeping the lines of communication open between the hotel
general manager and the employees. Having open engagement allows for a more fluid
workplace within a hotel between hotel general manager and employees. Mr. Peterson
stated,
It's such a practical business of dealing with people. And what you don’t do at
college is psychology, which is really a huge part of what we do. And I think
dealing with people, dealing with the people you work with, and the people who
stay there, and knowing how to deal with people is a very important aspect of
what we do, which you’re never really trained to do. (L 54–58)
All five participants had a way that allowed employees to get in touch with them
about any and everything—no matter if it is personal or work related. The open-door
policy emerged within this research among all five participants. Referencing the opendoor policy, the hotel general managers made themselves available to their employees no
matter the circumstance. Often an employee may seek out their hotel general manager for
advice, guidance, encouragement, compassion, or perhaps to just vent about what is
going on with them at work or in the employee’s personal life.
Theme 2: Work Experience Versus Education
All five participants shared work experiences and educational experiences on their
life journey to becoming hotel general managers. At times, the participants noted their

78

experiences and education simultaneously. In this study, work experience referred to any
interaction, hands-on task, or job the participants engaged in while in their organization.
Examples of experiences, but not limited to these, were assisting a fellow employee with
a task and working alongside housekeeping to make beds and clean rooms.
Similarly, all five participants identified the value of education, providing their
interpretation and representations of education in the hospitality industry. Education in
this study referred to any classroom setting or secondary schooling that often took place
within a structured classroom with an instructor or professor. Some participants reflected
on their own college experiences. The participants provided suggestions as to what
specific classes should be taught in college that they wished were covered during their
college career. Other participants evaluated colleges known in the field of hospitality.
Finally, the participants recalled the classes taken in school that were practical and other
classes that were not as memorable.
The participants in the Northeast United States in this study acknowledged why
work experience in the hospitality industry was essential for their development of
competencies as hotel general managers. Mr. Peterson placed a level of importance on
having work experience and understanding why that experience was crucial. He shared
that work experience allows a hotel general manager or hotel employee to gain
knowledge in various departments within the hotel. Mr. Peterson stated,
But when you are starting your career, work somewhere [a hotel] for a year, go
somewhere else [to a different hotel], which is different, and experience that
[hotel’s operations] in a different way so you come away with knowledge of all
sorts of different methods of working and operations and seeing how people
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work, how other people relate, and how different situations [are handled]. Just
gain as much knowledge as you can. (L 270–274)
Ms. Bennett supported Mr. Peterson’s advice to those entering or in the hotel
industry in terms of gaining as much experience as you can. Ms. Bennett displayed an indepth understanding of the value of an education, in addition to experience, can have on
an individual’s career. Prior to Ms. Bennett’s statement, she discussed how there is a lot
of revenue management within the hotel industry and that there are expectations of a
hotel general manager based on a specific hotel. Ms. Bennett continued to reveal yielding
rates and the amount of digital marketing, for example, that are learned continuously
throughout a career in the hotel industry. Ms. Bennett established the value education can
contribute to developing leadership and managerial competencies in her role as hotel
general manager. She stated,
I think, in school today, a lot more could be focused on the profitability, the
understanding of labor controls, the understanding of really making sure that you
know how acquisitions [the process of one company purchasing some or all of the
stock of another company to gain control of that company] happen in hotels,
making sure that you know how to really [read and understand certain financial
reports]. . . . Because of the pandemic, I think there’s just things that we may or
may not have known before, or may or may not have been taught in school
before, and it’s a lot of crisis management, right? (L 100–104)
Ms. Bennett acknowledged that she did not always have the answers from an
educational reference in her role as hotel general manager. She had to learn to be
empathetic toward others, regardless of not having an immediate solution to the problem.
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As a hotel general manager, thus far, Ms. Bennett supported experiences outside of the
classroom setting that assisted her in developing leadership and managerial
competencies, such as attention to detail and empathy toward others. Ms. Bennett stated,
“You learn really a lot of management skills, a lot of mentoring skills, a lot of how you
react in certain situations, problem solving, which is a lot in hotels, right?” (L 67–68).
Mr. Conner supported Ms. Bennett’s statement of the various learnings and skills
that are acquired outside of the classroom setting, yet Mr. Conner emphasized the
benefits of having a background in accounting assists in developing leadership and
managerial competencies as a hotel general manager. He acknowledged that some hotel
owners get into hospitality for investment in real estate purposes. Therefore,
understanding numbers is valid. Mr. Conner conveyed,
But knowing that [accounting] information, how much that [accounting numbers]
matters, if there’s a debt ratio for bank loans, covenants, stuff like that, they don’t
teach that at Hilton GM [general manager] School. They’re not teaching that sort
of stuff [financials]. So, it’s [understanding financials] important to know. (L 89–
91)
Mr. Thompson echoed the notion of a hotel general manager strengthening
leadership and managerial competencies by working in various departments within the
hotel. Mr. Thompson stated,
But as far as learning the ins and outs of the [hotel] business, you’re not going to
learn that in school. You’re going to learn that by being hands on and working in
those departments. So, I tell my students, “You should not only get the education,
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but, also, you should probably work part-time while you’re going to school at a
hotel, so you can begin your path [career in hotel hospitality].” (L 124-127)
Furthermore, Mr. Thompson stated that all of the skills previously mentioned
were crucial management functions, they sometimes did get learned on the job. At times,
people are just expected to have those traits; sometimes they do, and sometimes they do
not. Mr. Thompson stated,
Now, will schooling help? It’ll help, because it’ll provide those basic principles,
almost an infrastructure, of how a person, I guess, problem-solving skills, and
things of that nature. Certainly, time management. From an educational
standpoint, I think that’s all really important. You learn a lot of those things [time
management and problem-solving skills]. I mentioned HR, accounting. (L 121124)
Ms. Bennett agreed with Mr. Thompson’s viewpoint of the basic principles one
should have, although Ms. Bennett provided a different way of obtaining trust when it
came to work experiences in her position as a hotel general manager. She also conveyed
that she had earned credit from her employees. Earning credit with employees can add
numerous levels of trust from employees and reinforces trust and authenticity as a leader,
hotel general manager. She further stated the benefit of work experience. Ms. Bennett
communicated, “You really have to understand how people work, how humans work, and
you have to learn how to have empathy in situations where you just wouldn’t know [what
to do], in terms of getting that from school” (L 57–59).
Mr. Thompson described the value of an education in accounting and finance to
prepare hotel general managers for the future. He identified the importance of graduating
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from college with a focus on human resources and human resource law. Mr. Thompson
acknowledged the added level of human resource exposure that hotel general managers
come in contact with that is necessary to know when making decisions that affect
employees’ lives and making employment decisions from a human resources perspective.
Mr. Thompson recommended, also, that educators in hotel management should spend
more time teaching accounting and finance-related matters. Mr. Thompson stated,
Also, finance, as well training on profitability, budgets, forecasting P&L [profit &
loss] statements. I mean, every company, every organization has those items, so
they all translate from one profession to another. But maybe a bit more focus on
the accounting side, a bit more focus on the human resources side as well. (L 85–
87)
Mr. Thompson clarified his thoughts on the importance of education, however, he
also shared it takes more than an education to be an effective hotel general manager. He
acknowledged that leadership is key, especially in the hospitality industry. From a
leadership standpoint, Mr. Thompson continued to reveal the relevance of how to treat
employees and that to provide vision, growth, and opportunity is essential.
Ms. Bennett reinforced that work experience allowed a hotel general manager to
gain knowledge in various departments within the hotel. Ms. Bennett conveyed
Housekeeping, housekeeping was the best preparation that I ever could’ve had for
this [hotel general manager] role. Number one, cleaning rooms is really hard
work. Knowing what a room attendant goes through every day and what physical
hard work it is; not only that, but it’s a very detailed job, you have to check
everything. That gave me a lot of my attention to detail skills, and I think that that
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prepared me quite a bit. The other thing it prepared me for is it gave me a lot of
credit with the people that I manage because I did that job before, right? (L 205–
210)
On the other hand, Mr. Peterson described how a hotel general manager’s success
may depend on the type of education they enter the hospitality field with. The type of
education may also determine the success of the hotel general manager oversees. Mr.
Peterson pivoted to a university located in Eastern United States, and stated,
It’s interesting. [The university], for instance, is now considered a business school
and not a hotel school. They do not produce hotel managers. They produce
corporate business people. It’s a bit of a generalization. I get that. But there are
very few schools now that produce what I would consider to be the traditional
hotel manager, and there are very few hotels that require a traditional hotel
manager [degree]. They require business people. They require sales people.
(L 208–213)
Mr. Peterson also provided clarity on the value of education. Mr. Peterson
acknowledged, “You need it [education] to get the first step on the ladder, without
question (L 64).” Mr. Peterson also acknowledged that he recognized the academic
changes the university had made concerning producing business people instead of his
view of a traditional hotel general manager’s degree. Mr. Peterson revealed that being
calm, understandable, empathetic, kind, clear, and able to deal with people are leadership
and management competencies a hotel general manager needs. He added the importance
of having the ability to speak with people in a clear and understandable way and keep
one’s emotions under control.
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Mr. Conner believed in the value of working in a particular department of the
hotel for a certain amount of time to gain understanding and a working knowledge of that
department, then moving on to another department to continue learning at work. Mr.
Conner stated,
Absolutely [work in departments within the hotel]. Whether it’s 6 months to a
year. I don’t know that it needs to be that area but getting a knowledge of how
housekeeping runs and how that will make an impact, how the sales department
operates and runs, that will make an impact, because as the general manager,
you’re leading all of those departments, whether it’s food and beverage. (L 327–
330)
Ms. Anderson acknowledged having an educational background in finances. She
also mentioned going to the university to take a general manager’s program and going
back to the university to receive her master’s in marketing and revenue management. Ms.
Anderson uncovered that she went back to school because she did not have anyone to
really learn from, yet, and she wanted to continue improving her leadership and
managerial competencies to be a more successful leader and to be more productive for
the hotel owner. She stated, “It [the hospitality hotel industry] has the business side of
trying to make a profit, so everything that I went to school for” (L 65–66). Ms. Anderson
continued, “The experience is crucial, but I think the education, in order to be better or
more skilled at your position [hotel general manager], is very important” (L 303–305).
Ms. Anderson, in line with the other four participants, stated how training at work
was vital in her journey to becoming a hotel general manager. At this point in the
interview, Ms. Anderson had provided reasons for having work experience. Throughout
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the discussion, Ms. Anderson revealed an understanding of the people she had
interviewed, and her students of having the misconception of entering the hotel
hospitality field because the interviewee or her students thought that the hotel business
was glamorous.
Ms. Anderson continued by providing an example of everyone wanting to go into
sales because they saw the sales manager traveling all the time. She added that being a
sales manager was brutal. The sales managers were not looking at a city; they were on a
plane talking to people, and they were not necessarily enjoying themselves, “It’s not a
vacation.” Reinforcing the value of work experience, Ms. Anderson stated,
But there’s nothing like firsthand experience, so I would absolutely—probably
even prioritize that [experience] over [education]. . . . I learn most everything that
I do working versus in school. School gave me a refresher on systems, but nothing
like being on site. (L 306–308)
Mr. Conner also provided an opposing view regarding his educational experience.
Mr. Conner shared that colleges do not teach their students how to learn or discern the
expectations of owners and guests. He discussed the four general manager classes he
took; expectations were not discussed within those classes. Mr. Conner continued to
reveal that associate engagement and the importance of associate engagement “was not
memorable enough or impactful enough to learn that piece and how that can play a role in
the success of a [hotel] property” (L 101-103).
Mr. Conner’s statement acknowledged Mr. Peterson’s point that training at work
involves recognizing what employees do daily to get the job done to ensure the hotel is
operating accordingly. Mr. Peterson stated,
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I think they [students in hospitality] need to do themselves a favor and experience
what the majority of people who will be reporting to them have to do to
understand exactly how difficult it is to be a housekeeper, how hard it is to work
behind the front desk. (L 260–262)
The participants in this study discussed work experience more frequently than
education, though education was also highlighted throughout each interview. Each
participant seamlessly toggled between work experience and education. All the
participants in this study identified that work experiences provided additional learnings
more than a college or secondary school education in a classroom setting. Based on the
interviews of the participants, they placed high value work experience when discussing
the experiences that had contributed to developing their leadership and managerial
competencies.
Theme 3: Leading Through Adversity
In this study, leading through adversity referred to a hotel general manager’s
ability to bounce back and recover quickly from a difficult situation. Leading through
adversity referred to a hotel general manager’s ability to not waiver in their commitment
to lead despite an unpleasant situation. Lastly, leading through adversity referred to a
hotel general manager’s dedication to their job as the hotel general manager and their
pledge to lead their employees sometimes in the face of uncertainty. Each participant
discussed different moments in time their leadership and management competencies were
developed by how they led during the market crash of 2008 and 2009, 9/11, and most
recently, the COVID-19 pandemic.
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All five participants shared an experience they had during their career as a hotel
general manager that required them to have the strength to persevere —aligned with the
theme, leading through adversity. Mr. Thompson revealed he had learned to develop
leadership and managerial competencies through different, sometimes difficult, situations
within the hotel. Mr. Thompson stated,
You’ve got to have pretty thick skin, as well, and be able to switch gears pretty
quickly. Meaning, you can go from talking to an irate guest, to greeting a CEO of
a large company, who you’ve been expecting, and you’re going to entertain for
dinner. Or having a real difficult conversation with an employee, who maybe they
lost their mind on you, you know, during this conversation. (L 225–229)
At this particular time in the interview, Mr. Thompson was referring to a hotel
general manager’s ability to maneuver from one situation to the next. Maneuvering from
one situation to the next, Mr. Thompson, like the other participants in this study, had
attributed the development of their leadership competencies to their learnings throughout
their career as hotel general managers by acquiring the ability to move from one difficult
situation to the next and expressing the appropriate responses. For example,
understanding and problem-solving for the irate guest, and then transitioning to a more
positive, happy, and welcoming manner for the CEO, meanwhile maintaining a
professional demeanor.
Mr. Thompson described the economic crash in 2008–2009 as a moment in
history that brought about financial awareness for hotel general managers. Throughout
the interview and on numerous occasions, Mr. Thompson discussed the importance of
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accounting. During that time, the difficulties he faced provided a great deal of
understanding as to the type of business of the hotel industry. Mr. Thompson stated,
This is a nickel-and-dime business, meaning that at the end of the day, you really
have to control your costs to make [a] profit. And our highest variable costs is
labor, so that’s the first thing that, so you have to make sometimes, difficult
decisions. You have to do more sometimes, with less people. (L 155–157)
Mr. Thompson’s expression of hospitality suggested that hospitality is seen as a
luxury or a want instead of a need in comparison to other industries. Acknowledging that
hotel general managers may have to lead through the adversity of slow business at times.
Mr. Thompson stated, “So goes the economy, so goes hospitality” (L 165). Despite the
argument to clarify if the hospitality industry is viewed as a luxury or a want, hospitality
is arguably dependent upon the excess funds of people and organizations. Mr. Thompson
revealed that during 2008–2009, hotel occupancy went from 80% to 20%, quickly. As
previously mentioned by Mr. Thompson, the economy of 2008–2009 brought about
various difficulties that he, similar to the other participants, had to learn to navigate
through and overcome the current circumstances.
Ms. Anderson lead through adversity, by revealing the difficulties she had to
quickly learn from and resolve when going back to be the hotel general manager position
at the Breckland hotel during the economic crash. Ms. Anderson stated, “When I came
back, that’s when the economy crashed in September 2008. So, 2009 was a devastating
year of rebuilding, setting programs, retraining from [the] physical plant [hotel building]
problems and service levels and marketing plans” (L 57–59).
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During Ms. Anderson’s interview, she provided a deeper understanding of her
ability to persevere through adversity. During her childhood, Ms. Anderson discussed a
moment that she attributed to her ability to stay resilient in her role as a hotel general
manager. Ms. Anderson recalled how her father encouraged her to learn new words. Ms.
Anderson stated,
Resiliency, perseverance, not giving up. I remember a time when I would be
reading or learning when I’m in fifth grade or such, and I’d get to a word, and I
didn’t know what it was. So, I’d say to my dad, “Dad, what does that mean?” And
he’s like, “Go look it up.” And I’m like, “Just tell me. What does that word
mean?” And he’s like, “Go look.” So, I had to go to the big dictionary we had in
our living room, and I’m flipping through the pages, and then I would find the
word, and then I’d say it and use it in a sentence. It wasn’t the easy way to do it,
but it was a way that made me determined. You keep digging. There’s always an
answer to a problem. And I think that here, that’s what we have to do. Life is
going to go on, no matter if we do something or not, so we have to keep moving
and keep changing and keep trying to figure it out. (L 93–101)
Mr. Peterson, like Ms. Anderson, also reinforced a hotel general manager’s ability
to withstand adversity by staying resilient and developing their leadership and managerial
competencies because of perseverance and endurance. Prior to the 9/11 attacks on New
York City, he returned to the United States from abroad. During his interview, he
provided the background to his staying resilient during and after 9/11. The physical effect
of 9/11 was a shorter time than COVID-19, but Mr. Peterson acknowledged the event as
being very memorable.
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He also recognized COVID-19 as the most current test of his resilience during his
career as a hotel general manager.. Mr. Peterson stated,
Well, I think we’ve just been through it [COVID-19], truthfully. I think these last
2 years have been completely unprecedented, completely unusual, from my point
of view. I’ve had a long, long, long career, and this period of time, both when we
had to close and both when we had to reopen, and now when there are not enough
staff, and we still have to provide the same services and know what to do with it
[the services and staff available], with all the changes that keep coming and how
we best deal with them, truthfully, I think has been a major, major challenge.
(L 83–88)
Mr. Peterson gained resiliency during 9/11 that developed his leadership and
managerial competencies that may not have otherwise been acquired without such
adversity in the hotel industry. Mr. Peterson’s ability to endure the managerial hardships
of 9/11 contributed to the depth of his understanding of navigating and persevering
through challenging situations that arose, such as COVID-19. Mr. Peterson’s learnings
aside, there was no suggestion from him that 9/11 and COVID-19 were the only two
events in history that contributed to his—nor any of the other participants—process of
resiliency, perseverance, and endurance.
Leading through adversity, Ms. Bennett recognized how she applied prior
learning to lead through adversity having not experienced or anticipated these historical
events that took place. Ms. Bennett stated,
Those are all things [market crash in 2008 and 2009, 9/11, COVID-19] that you
couldn’t have predicted in a career but knowing that you have the tools and the

91

perseverance to really get through those crises and make the right decisions in the
moment, for the moment, I think that that is definitely a focus. (L 111–113)
Transitioning from Ms. Bennett, Mr. Conner referenced the last few months prior
to October 2021 as being the most challenging in his career. The context of Mr. Conner’s
statement came from acknowledging that recruiting and hiring staff during the COVID19 pandemic had been difficult, considering hospitality had been the hardest hit industry,
specifically, regarding being short-staffed, Mr. Conner stated,
Yeah. Honestly, I would say the past few months have been the most difficult
through the pandemic, [it] has been the overall most difficult for the following
reasons. One, we had to make the decision in March 2019 to close down and shut
down in March and go from 175 associates down to seven. So, laying people off,
affecting 168 people’s livelihoods, not knowing what the next chapter of that was
going to hold was. That was pretty difficult. And then operating in an
environment in which the rules of business and both perception of guests,
perception of employees, and then the rules in place from COVID changing all
the time, has been extraordinarily difficult to try to appease all stakeholders. That
has been incredibly difficult. And there is no rubric or class that has taught going
through that style of upheaval in people’s lives and professional lives. (L 121–
129).
Mr. Conner revealed how important it was to have resiliency, perseverance, and
endurance. Unlike the other participants, Mr. Conner did not directly mention the
economic crash in 2008–2009 nor 9/11. Yet, no reason was identified to suggest he had
not developed and acquired leadership competencies.
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Mr. Conner utilized the proper skills regarding the decision to close the hotel and
make the tough decision of laying off employees. Mr. Conner had applied his leadership
skills as a hotel general manager during challenging circumstances, and he did not give
any indication that he had learned or seen all possible adversities that might arise in the
hotel industry.
All five participants identified their individual experiences managing during a
challenging time in history, COVID-19 being the common point of reference amongst all
five participants. Each participant remained as a hotel general manager when COVID-19
started in March of 2020. Since Mr. Thompson had taken a promotion overseeing various
hotel locations, he was still in a managerial role. All the other participants were still in
their role as hotel general managers. None of the participants stepped down from their
positions during COVID-19 or any other prior event, such as the 2008–2009 economic
crash nor 9/11.
All of the participants’ actions stated during their interviews reinforced the theme
of leading through adversity. Although all five participants discussed how they had
stayed resilient to overcome adversity, the simple fact that they remained in their existing
role as hotel general manager provided more depth into the level of endurance and
dedication they exhibited in their roles as hotel general manager. The participants had
taken prior adversity and developed their ability to be resilient and persevere to overcome
the next challenge in the hospitality business.
Each participant continued developing their managerial and leadership
competencies regarding leading as a hotel general manager during adversity. All five
participants were observed to have the leadership and managerial competencies to
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maintain that drive and resilience to be a positive supportive leader for their hotel
employees and guests, alike.
Theme 4: Adapt or Expire
In this study, adapt or expire referred to a hotel general manager’s capability to
develop and learn leadership and managerial competencies to stay relevant. Staying
relevant refers to keeping up to date with guest requests, changing their leadership style
as a hotel general manager to communicate more effectively with employees and guests,
also learning a new way to complete a particular task more efficiently. Adapt or expire is
a hotel general manager’s ability to adapt in a continuously changing industry based on
different factors, such as guest wants, guest preferences, company standards, and federal
and state regulations. Mr. Thompson stated,
Again, if you want to stay on the cutting edge of technology, and exceed guests’
expectations, and, really, just to even function. I mean, I see some people that just,
I hate to say it, but they expire, because they just don’t know how to run the
systems anymore. (L 64–66)
Mr. Thompson shared an example of working in a huge hotel. He expressed that a
big hotel is a lot of pressure. He explained that a massive hotel constantly has things
happening, and hotel employees, especially hotel general managers, always need to stay
alert. Mr. Thompson stated, “And you just, you have to be able to shift gears, really
quickly” (L 240–241).
Mr. Thompson revealed the need for hotel general managers to adapt and learn
when moving from one situation within the hotel to the next. He stated, “and you [hotel
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general manager] got to be able to do that [go from one situation to the next] at a fast
pace. And you have to be a really good problem-solver” (L 242–243).
Mr. Thompson provided examples of critical soft skills that hotel general
managers should learn and should continue to develop to adapt. In addition to evolving
new skills that are suggested to contribute to a hotel general manager’s development of
leadership and managerial competencies, Mr. Thompson stated, “It’s [skills and abilities
learned while working] to be empathetic, compassionate, be kind, to be caring, to be
understanding. All of those types of soft skills are so, so important.”
Mr. Thompson’s interpretation of the theme, adapt or expire, was supported by
Mr. Peterson. Mr. Peterson disclosed the competencies needed of a hotel general manager
to adapt to an ever-changing environment, such as the hotel industry. During that point in
the interview, Mr. Peterson mentioned the importance of balance.
Mr. Peterson believed that a hotel general manager should strive to keep
themselves and the hotel in balance. Balance is defined as guest wants, employee needs,
personal life, and professional growth as a leader. Balance is not limited by these
examples, as each hotel general manager is unique. Mr. Peterson reflected on the
competencies that he had developed over his vast years of experience as a hotel general
manager. Mr. Peterson stated,
But speaking from my point of view, it [a hotel general manager position]
requires a person who is calm, understandable, empathetic, kind, clear, able to
deal with people, able to speak with people on a clear and understanding [level]. .
. . My star sign is Libra, so we [people with the star sign Libra] always have to be
in balance. It’s important to keep the situation in balance. And so, therefore,
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emotion has to be under control. Temper has to be [constantly under control].
(L 213–216)
Mr. Peterson’s suggested that if a hotel general manager could not acquire the proper
competencies and a good working skill set, that person would have a less positive
outcome as hotel general manager than those who were able to develop the leadership
and management competencies Mr. Peterson mentioned. Furthermore, if a hotel general
manager does not adapt and develop as a leader, their time as a hotel general manager
may be cut short.
Mr. Peterson suggested that if a hotel general manager is not kind, clear, calm,
and able to deal with people, the probability of obtaining the role of hotel general
manager may take longer. In addition, Mr. Peterson suggested that a hotel general
manager could become expired if they did not continue to utilize their skills frequently.
Mr. Peterson stated, “And one needs to be open minded to change and willing to try
things” (L 122).
Ms. Anderson reinforced the theme of adapt or expire by disclosing the essential
things hotel general managers need to do to adapt and continue developing their
leadership and managerial competencies. Ms. Anderson stated, “The most important
thing is to just keep moving, keep creative, keep learning, and try to figure how to
problem solve to the best outcome possible” (L 262- 264). Ms. Anderson also shared
what she did to adapt daily. She stated,
I would probably say creativity at this point [as a hotel general manager]. Huge
multitasking, a lot of cross-training, resourcefulness, and being an effective
communicator and listener. Part of communication is listening. If I’m not hearing
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what people are telling me and understanding it, then I’m not communicating
back somehow.” (L 246–248)
Ms. Anderson revealed, in a lighthearted yet serious tone, that she felt like she
was the general contractor of the Breckland Hotel. Ms. Anderson concluded her thoughts
on being able to adapt in the hotel industry. She conveyed, “So, for me, what I try to
[focus] on is keeping up to date, keeping knowledgeable in the happenings, staying ahead
of the curve.”
All of the participants in this study mentioned combining skills on a daily basis;
not ever just utilizing one skill at a time. The hotel general manager participants, having
the ability to combine skills daily, set themselves up to being able to adapt more quickly,
and potentially smoother, than others who do not possess the ability to combine skills.
Ms. Bennett reinforced Mr. Thompson’s example of continued development of
leadership and management competencies. Ms. Bennett divulged the importance of
digging deep into the numbers and having the facts straight to make decisions based on
data. She expressed her understanding of the importance of seeking out learning
opportunities. Ms. Bennett stated,
You really just have to be very open to learning them and making sure you’re
seeking out that learning [in hotels], because it [learning within a hotel setting]
advances you more than I knew, because a lot of these things [guest needs, wants,
and trends] change over and over in the [hotel] industry. And, so, there’s a lot of
change that go goes on that just comes at the time when change happens. (L 88–
91)
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Ms. Bennett revealed a simple task that she took pride in. Ms. Bennett gave her
advice to those considering or entering the position of becoming a hotel general manager.
She said to personally answer your own phone as a hotel general manager. This advice
was seemingly simplistic, yet powerful. Ms. Bennett’s advice suggested that there was
perhaps no better way to stay informed and current with change. Honing and perfecting a
hotel general manager’s leadership and managerial competencies by answering their own
phone, a direct line to leadership is formed. Ms. Bennett stated,
I think the one piece of advice I give to everybody going into this position [of
hotel general manager], is answer your own phone. Don’t let anybody else answer
your phone because if you do, you won’t know what goes on [in the hotel], right?
Whenever anybody is calling for me on my phone and I pick up, they’re like,
“Oh, I’m sorry. I was looking for the general manager.” I’m like, “Yes, that’s
me.” And they say, “Oh. Oh, you answer your own phone?” I’m like, “Well, did
you call me?” (L 238–243)
Therefore, the hotel general manager should be allowed to stay in tune with
change and be aware when adaptations need to be made for the success and survival of
the hotel. Finally, strengthening the theme of adapt or expire, Mr. Conner valued the idea
of being able to adapt and be comfortable with change. He revealed the positive impact a
hotel general manager can have in leading their employees. Mr. Conner discussed
adapting to change in the context of the COVID-19 pandemic. At this time, he suggested
what he had learned, adapted, and developed as a hotel general manager. Mr. Conner
stated,
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So, being comfortable with change, leadership through change, that change
management so that your team is as comfortable as they can be with change. And
when it’s changing on a daily basis, that can have a pretty significant impact on an
engagement level. (L 157–160)
Adding value to the theme adapt or expire, Mr. Conner revealed how crucial it
was to adapt as a hotel general manager to survive as the leader of the Westfield Hotel.
Mr. Conner stated, “And if you don’t meet the needs of the guests, then you’re not hitting
your top line revenue, and you’re not hitting the profitability of our ownerships’
expectations” (L 134–136). Mr. Conner continued by providing an example of adapting,
sometimes daily, on an hour-by-hour basis. He added that when it came to changing and
adapting at such a rapid rate, that can have a significant impact on employee engagement
levels. Mr. Conner stated,
If you don’t know what’s expected of you at work every day because of changes,
that can be extremely difficult, never mind communicating to external
stakeholders those change that are taking place, whether that’s the guest, whether
that’s ownership, whether that’s associates. (L 160–163)
Chapter Summary
All five participants had experienced a situation when they needed to adapt to
change. Each participant discussed why adapting to change was vital for success as a
hotel general manager, as well as the success of the hotel. Each participant reflected on
their learnings to disclose why adapting to change was essential. Only one participant,
Mr. Thompson, apologetically stated “expiring” as a consequence of not adapting to
changes in the hotel industry. The results of this study lend to the possibility that the
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other four participants, nonverbally, were aware of the effects not adapting to change can
have on a hotel general manager and the hotel.
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Chapter 5: Discussion
Introduction
Finding highly qualified hotel general managers to fill top managerial positions is
one primary concern in the hospitality industry (Birdir, 2002; Carnevale & Hatak, 2020).
A hotel general manager’s position requires various competencies (Kichuk et al., 2019).
The alignment between the industry’s desires and the hospitality curriculum offered in
educational institutions appears to be lacking (Millar et al., 2010; Predvoditeleva et al.,
2019). If the desire of the hospitality industry is to have hotel general managers gain and
develop competencies through higher education, such as obtaining a master’s degree,
these desires of hotel general managers are not prevalent in the literature (Wang et al.,
2010).
This study was conducted to examine the lived experiences of hotel general
managers in the Northeast United States and their perceptions of developing leadership
and managerial competencies. The goal was to better understand how hotel general
manager participants developed leadership and managerial competencies and how those
leadership and managerial competencies could support the creation and implication of an
ideal profile for a hotel general manager. The research question asked was, What lived
experiences of hotel general managers have contributed to their development of
leadership and management competencies?
Chapter 5 presents a discussion and interpretation of the results found in
Chapter 4 of this study. The major sections of this chapter discuss the implications of
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findings from the interviews of hotel general managers in the Northeast Region. The next
section describes the limitations of the study. The third section provides
recommendations for future research. The final section provides a summary of Chapter 5.
Implications of Findings
The results of this study provide several implications relating to how the lived
experiences of hotel general managers contributed to their development of leadership and
management competencies. The implications for research are discussed in the first
section. The second section focused on implications for professional practice in the hotel
hospitality industry.
Implications for Research
Dolasinski and Reynolds (2019) examined leadership competencies that are
needed for success of senior leaders from large hotels in the hotel industry and found the
competencies having the highest importance were creating work/life balance,
adaptability, building networks, written communication, and the way leaders are trained
and developed. The results from the Dolasinski and Reynolds (2019) study supports the
themes staying engaged by knowing employees and adapt or expire in this study. These
two themes suggest hotel general managers developed adaptability through training and
hands-on learning which aligns with the competencies from Dolasinski and Reynolds
(2019).
Previous studies on hospitality leadership and management competencies did not
mention hotel general managers being interested in seeing their employees learn and
grow (Marneros et al., 2020; Suh et al., 2012; Tavitiyaman et al., 2014). However, this
study adds to the body of knowledge on how hotel general managers demonstrated

102

leadership competencies. The participants in this study conveyed learning from their
employees, staying informed regarding employees’ personal and professional lives was
beneficial for the employee and helped them be effective leaders.
The five hotel general managers in this study reported practicing similar
competencies identified in previous studies, such as doing what is best for the guest
(Testa & Sipe, 2012), enhancing the guest experience (Sawyers, 2017), and adaptability
(Dolasinski & Reynolds, 2019; Marneros et al., 2020). In the theme adapt or expire, the
participants in this study gave various examples of adapting for increased guest
satisfaction and adapting to meet the needs of hotel guests. These findings imply that a
hotel general manager must have competencies that support customer service to enhance
the guest experience and they must adapt in order to do what is best for the guest.
Previous studies (Sawyers, 2017; Wang et al., 2010) stated that some colleges and
universities are not teaching students the knowledge and skills currently needed in the
hotel hospitality industry. Therefore, graduates are entering the hospitality field lacking
competencies that would help them to be successful and hired as hotel general managers.
All the participants in this study conveyed education as beneficial to the development of
their leadership and management competencies. However, education was only part of
their experience, and work experience seemed to be valued more to the development of
the participants’ leadership and managerial competencies. Therefore, the results of this
study add to the body of knowledge by acknowledging education is a good foundation to
have when entering the hospitality industry. However, the participants in this study
implied that education must also be followed with work experience in order to continue
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to learn and practice leadership and managerial competencies needed of a hotel general
manager.
Some of the participants in this study described competencies they acquired and
applied daily in their role of hotel general manager. These competencies included being
kind, calm, respectful, speaking in a clear and understanding tone, able to deal with
people, being patient, and listening. The findings in this study support the results of Tas
(1988) who found six competencies that are essential for hotel general manager trainees.
Those competencies are managing guest problems, professional and ethical standards,
professional appearance and poise, effective communication, positive customer relations,
and positive working relationships.
Tas (1988) found effective communication, and positive working relationships to
be an essential competency for hotel general manager trainees. Some of the participants
in this study described similar competencies they had acquired and applied in their role of
hotel general manager through the staying engaged by knowing employees theme. These
competencies included being kind, calm, respectful, speak in an clear and understanding
tone, being patient, and listen. Therefore, the results from this study further support the
findings from Tas (1988) implying that even 30 years after publication of the study,
effective communication and positive working relationships are still essential
competencies for hotel general managers.
This study adds to the body of knowledge of hotel general managers by
identifying new competencies through the themes of work experience versus education
and leading through adversity. Previous studies (Chung-Herrera et al., 2003; Marneros et
al., 2020; Suh et al., 2012; Tavitiyaman et al., 2014; Testa & Sipe, 2012) did not result in
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placing such a high value on work experience, and they did not mention resiliency and
perseverance, however the participants in this study repeatedly brought up various
encounters in work experiences that appeared to overshadow education.
The study of Testa and Sipe (2012) suggests creating and nurturing relationships
hotel general managers have with others through various professional interactions,
including team orientation and training in the hospitality industry. Aligning with the
theme, staying engaged by knowing employees, this study adds to the body of knowledge
regarding how hotel general managers developed competencies utilized to engage and
know their employees. The results of this study are supported by Testa and Sipe (2012)
referencing relationships with employees, however, the participants in this study
appeared to take pride in engaging with employees daily.
The studies of Sergeant and Frenkel (2000) and Yoon et al. (2001), collectively,
found that leaders in the service industry must act differently as opposed to leaders in the
industrial industry. These studies acknowledge that being energetic, self-motivated, and
staying open-minded are competencies that vary based on guests’ desire in the hospitality
and tourism sector. The results of Sergeant and Frenkel (2000) and Yoon et al. (2001)
supported the theme of staying engaged by knowing employees, which was found in this
study. Based on the results of this study, hotel general managers are excited about going
to work, want to see their employees grow and learn, and are continuously looking for
opportunities to expand and develop themselves as hotel general managers and the
overall hotel property.
The previous study of Chung-Herrera et al. (2003) rated self-management as
highly important for hospitality leaders, which supports the theme of adapt or expire
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found in this study. The results of this study suggest that hotel general managers do
maintain their own goals within the role of their position as hotel general manager.
Therefore, the results from this study further support the findings from Chung-Herrera et
al. (2003) implying that, even 20 years later, hotel general managers are focused on selfmanagement and continuously looking for ways to improve themselves and develop
competencies for success.
The Marneros et al. (2020) study found that the main competencies that were
perceived as being highly important by hospitality professionals regarding career success
fell into five competency categories: leadership, financial analysis, human resource
management, communication, and operational knowledge. In this study, every hotel
general manager acknowledged each of the five competencies listed as being a part of
their journey to becoming a hotel general manager and developing their leadership and
managerial competencies. From understanding financial reports and making financial
decisions, listening to employees' concerns and asking for suggestions, communicating
with guests and employees daily, to genuinely gaining a vast knowledge of how the hotel
operates every day. Therefore, the results of this study further support the competencies
identified by Marneros et al. (2020) as areas of importance for future hotel general
managers.
The results of previous studies (Bharwani & Talib, 2014; Chung-Herrera et al.,
2003; Hertzman et al., 2015; Millar et al., 2010; Sisson & Adams, 2013; Talawanich &
Wattanacharoensil, 2020; Tavitiyaman et al., 2014; Wang & Tsai, 2014) found leadership
and managerial competencies needed for hotel general managers include leadership,
communication, human resources, financial analysis, professionalism, operational

106

knowledge, and employee improvement. The results of this study add to the body of
knowledge of leadership and managerial competencies in hospitality by identifying how
many of these competencies were learned by hotel general managers.
This study conveys that hotel general managers implement the communities of
practice theory daily in their leadership roles. Hotel general managers practice and apply
the learning theory, communities of practice

domain, community, and practice, through

how they have learned and gained their competencies. The results of this study support
the use of the communities of practice theory, suggesting hotel general managers
practicing this theory can train, empower, mentor, and encourage employees within the
hotel. Increasing an employee’s opportunity to learn from situations within the hotel.
Therefore, hotel general managers’ ability to implement the communities of
practice theory (Wenger, 1998) may increase employee retention and decrease overall
employee turnover. Hotel general managers’ acceptance and support of employees
through the applied action of the communities of practice theory may influence hotel
employees to be more willing to do what is needed in their respective departments and
have an inclusive understanding of how their role within the hotel contributes to the
overall operation of the hotel and the guest satisfaction experience. All the participants
reported work experience as a significant contribution to the understanding and
functionality of the competencies they used, sometimes unconsciously and
simultaneously, as a hotel general manager.
Implications for Professional Practice
The theme staying engaged by knowing employees suggested that hotel general
managers in this study continued to educate and support their employees no matter what
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department they work in through daily interactions and conversations. The results of this
study imply hotel general managers may utilize different techniques to mentor their
employees. The gain of competencies implies hotel general managers have the mindset
to be open to enhancing their skills and competencies.
The theme work experience versus education suggested that hotel general
managers need both education and work experience. However, the results of this study
reflect that the work experience of the participants was valued more than their
educational experiences. While education may help individuals enter the hospitality
industry, the participants in this study shared that their leadership competencies were
learned more on the job than in the classroom. For example, Mr. Peterson stated, “You
need it [education] to get the first step on the ladder, without question.” Therefore, the
results of this study suggest that education is respected for its purpose and design to
educate others, however, a formal education is just the first step in acquiring the
competencies needed to be a hotel general manager.
The results of this study reflect that the participants exhibited the theme leading
through adversity by having unwavering grit. Examples of unwavering grit for hotel
general managers include encountering situations where they faced financial crisis, laying
off employees while at the same time dealing with an irate guest to welcoming a highprofile guest. Despite experiencing various adversities throughout their careers, these
participants remained in their roles as hotel general manager which conveys their
unwavering grit and strong determination to efficiently persevere despite adversity. Ms.
Bennett stated,
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Those are all things [market crash in 2008 and 2009, 9/11, COVID-19] that you
couldn’t have predicted in a career but knowing that you have the tools and the
perseverance to really get through those crises and make the right decisions in the
moment, for the moment, I think that that is definitely a focus.
Therefore, the results of this study suggest that hotel general managers may learn
leadership and management competencies of unwavering grit through experiencing and
overcoming challenges and hardships. Moreover, the results of this study suggest that
hotel general managers not giving up is respected, desired, and needed of a hotel general
manager.
The theme leading through adversity suggested the hospitality industry will
continue to lead through adversity by making strides in a positive direction for the sake of
the guest experience. The results of this study reflect that the hotel industry can overcome
adversity. However, contradictory to the literature findings, the hotel industry implies that
leading through adversity comes easy, in the sense that the hotel industry is more
accustomed to being met with challenges and learning from those challenges. Therefore,
the findings of this study suggest that the hotel industry continues to lead despite
adversity.
The theme work experiences versus education suggested hospitality degree
programs are valued. However, the results of this study reflect that education is a
foundation when entering the industry of hospitality. While education may not have been
given as high of a value as work experience by the participants, education separates itself
from work experience. For example, Mr. Conner stated, “But knowing that information,
how much that matters, if there's a debt ratio for bank loans, covenants, stuff like that,
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they don't teach that at … GM School. They're not teaching that sort of stuff. So it's
important to know.” Therefore, the results of this study suggest that education is relevant
for the core teachings such as financials that are not otherwise learned in a work
experience, though remain important for the development of a hotel general managers
leadership and managerial competencies.
The theme leading through adversity suggested that hospitality degree programs
need to continue adapting classroom structured learnings to stay relevant in the hotel
industry. The findings support Goodman and Sprague (1991), Kang et al. (2005), Nelson
and Dopson (2001) believe that hospitality degree programs are teaching outdated
information to students. Results of the interviews found that though education was given
value in this study there was a lack of alignment between classroom structured learnings
and learnings that were relevant and applicable entering the hospitality industry.
The results of this study suggest hospitality degree programs are providing
educational materials that may be helpful in the interim, for example uniform and service
etiquette. For example, Mr. Peterson stated, “Well, I'm not sure the educational aspect
ever prepares you properly. It's such a practical business of dealing with people. And
what you don't do at college is psychology, which is really a huge part of what we do.”
Therefore, the results of this study suggest that hospitality degree programs can continue
to lead through adversity by reevaluating what the curriculum for hospitality degree
programs consists of in a structured classroom setting to continue evolving with the
hospitality industry.
As a result, hotel general managers who choose to develop their leadership and
managerial competency of active listening, acquiring new knowledge, and taking action
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are more inclined to improve the hotel environment and enhance the bottom line. Hotel
general managers continue to add depth in their development of leadership and
management competencies when they choose to stay engaged with employees, guest,
hospitality education and the hospitality industry.
Limitations
This study was limited to five participants of 4- and 5- star hotel general managers
in the Northeastern part of the United States. The findings from more and other 4- or 5star hotel general managers outside of this geographical area may have different findings
from this study. An additional limitation of this study was a lack of racial and ethnic
diversity because all participants identified as White/Caucasian. Still, this study has value
and adds to the overall literature of those in the hospitality industry population.
Recommendations
The results from this study provide several recommendations for future research
and professional practice.
Recommendations for Future Research
This study included five hotel general managers from the Northeastern part of the
United States. Future studies might consider interviewing hotel general managers from
other parts of the United States or overseas. This type of study could examine the
experiences of hotel general managers from these areas and reveal different results from
this study on how competencies are developed. Further research might also increase the
number of participants within the study.
The participants in this study all identified as White hotel general managers.
Future studies need to consider researching if there are differences as to how hotel
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general managers from other populations learn leadership and management competencies
differently. By interviewing human resource leaders in hospitality in the future could
assist with human resources understanding of what competencies are needed and sought
after for hotel general managers to have when hiring.
Furthermore, future studies may need to consider interviewing hotel general
managers of hotels with three stars or Michelin star diamond hotels. For example, the
more elite Michelin star hotels have a higher level of expectations than other hotel
general managers and therefore demand a higher level of competencies. This future
research may allow for other challenges and competencies of hotel general managers not
yet discussed or disclosed during this research study to surface.
Recommendations for Professional Practice
This descriptive qualitative phenomenological study leads to recommendations
for professional practice for individuals seeking a hotel managerial position, educators of
hospitality degree programs, and hotel leadership.
Hotel General Managers. Based on the theme, staying engaged by knowing
employees, participants in this study shared how they utilized their leadership and
managerial competencies to engage with employees and assist them with tasks that
needed to be completed throughout the hotel. Therefore, the results of this study support
the recommendation that hotel general managers should incorporate the learning theorical
framework, communities of practice, into their daily routine. Examples of staying
engaged with employees is by investing time to develop relationships with employees by
implementing an open-door policy and getting out of the office to talk with employees
daily. By incorporating the communities of practice theory, a hotel general manager has a
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greater potential to increase employee trust, reliability, and willingness to work in a
positive cohesive supportive environment.
Based on the theme, work experience versus education, individuals entering the
hospitality industry seeking to obtain a hotel general manager position need to be aware
of the importance of work experience. Participants in this study shared how they gained
their leadership and management competencies by working across many different
departments in a hotel. Therefore, the results of this study support the recommendation
that anyone considering a leadership position in the hospitality field should seek out
opportunities to gain work experience in this industry. By working in the hospitality field,
individuals will have more exposure to this industry prior to completion of their degree
and begin to gain leadership and management competencies outside of the classroom.
Based on the theme, leading through adversity, individuals entering the hospitality
industry as a hotel general manager need to have unwavering grit to overcome
challenges, hardships, and adversity. Participants in this study described how going
through the economic crash of 2008 and 2009, 9/11, and COVID-19 are all events that
have caused them to gain leadership and managerial competencies that they didn’t have
to a degree, prior to those events. Not ever wanting anyone to gain leadership and
managerial competencies by going through the historical events previously mentioned.
The results of this study support the recommendations that anyone considering a
leadership position in the hospitality industry needs to be prepared to lead through
challenging and stressful situations.
Based on the theme, adapt or expire, hotel general managers that are capable of
listening to employees and guest, learning from the various situation, good, bad, or
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indifferent, are able to adapt. Participants in this study that it is important as a hotel
general manager to listen and move forward, learning from that previous situation. Hotel
general managers capable of using those leadership and managerial competencies gained
throughout their career will yield a greater possibility of not expiring in the hotel
industry. Therefore, the results of this study support the recommendation from Hagel
(2021) that hotel general managers need to remain lifelong learners for their personal and
professional development to stay fresh, exciting, and relevant in the hospitality industry.
Hospitality Industry. Based on the theme, staying engaged by knowing
employees, participants in this study shared how they developed their leadership and
managerial competencies by staying engaged with their employees. All participants gave
examples of engaging with employees with casual conversation and making themselves
available to their employees as hotel general managers. Therefore, the results of this
study support the recommendation that the hotel hospitality industry needs to invest in
the training of hotel general managers, providing knowledge and materials on how to
engage with employees daily. The hotel hospitality can provide this structure utilizing
communities of practice as a foundation to support the development of leadership and
managerial competencies of hotel general managers.
Based on the theme, leading through adversity, participants in this study shared
how they lead through shutting down the hotel during 9/11 and maintaining the hotel
during COVID-19, having that unwavering grit to continue to lead during challenging
unforeseen times. The results of this study support the recommendation that the hotel
hospitality industry needs to continue to stay creative and futuristic to increase strength,
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longevity of the hotel industry. Furthermore, the hotel hospitality industry needs to
continue to plan and stay ready for all types of adversity both seen and unseen.
Based on the theme, adapt or expire, participants in this study shared the
relevance and frequency of change in the hospitality industry. Collectively, all
participants shared being able to adapt to change is essential. Therefore, the results of this
study support the recommendation that the hotel hospitality industry needs to have
awareness to adapt and learn. Since adapting occurs daily within a hotel, hotel
organizations need to continue learning to allow for smooth transitions to stay relevant in
and ever evolving hotel industry. Ease of adaptability will also aid in minimizing
disruptions to guest experiences and unplanned negative effects to the hotel’s bottom
line.
Hospitality Degree Programs. Some colleges and universities offering
hospitality degree programs require students to complete two co-ops before degree
completion. For example, Rochester Institute of Technology includes co-ops to be
completed by students during the summer of their freshman and sophomore year
(Rochester Institute of Technology, n.d.). An example of co-op improvement is
understanding and allowing students to obtain work experience in a non-college or
university structured environment. The participants in this study indicated that the various
and extensive work experience they had across the hotel industry helped them develop
competencies to become a hotel general manager.
Therefore, aligning with the theme, work experience versus education, a
recommendation for hospitality academic programs in colleges and universities is to offer
yearly co-op opportunities to students to increase their experience working in the ever-
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changing and continuously evolving hospitality industry. The previous study of Alexakis
and Jiang (2019) supported this recommendation by acknowledging that hospitality
programs in higher education can remain relevant by staying informed of current
managerial knowledge and the skills desired among industry professionals.
Aligning with the theme, leading through adversity, a recommendation for
hospitality degree programs is to stay in constant connection with the hotel hospitality
industry. Having a constant connection will ensure the hospitality business, from a degree
program perspective, will continue to teach the necessary competencies and skills a
student is anticipated to have when entering the hotel industry. Furthermore, this study
recommends that the course curriculum of colleges and universities offering a hospitality
degree is reevaluated yearly to keep up with the demands of the hospitality industry.
Conclusion
Hotel general managers are being asked to do more with less (Bavik, 2016; Testa
& Sipe, 2012; Wang & Wang, 2009). The decrease of available qualified hotel general
managers having the necessary competencies to operate a hotel organization remains slim
(Carnevale & Hatak, 2020). At the same time, top managerial positions within a hotel
require significant levels of personal commitment, interpersonal communication,
teamwork, and resistance to stress (Kichuk et al., 2019). Despite hotel general managers
unclear job responsibilities, there is the assumption that hotel general managers have
increased their operational knowledge and overall capabilities to have a career with
continuous success in the role of hotel general manager.
The hospitality industry is a multibillion-dollar industry ranking among the top
three behind oil and energy. If hospitality organizations do not invest in the
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understanding and development of competencies hotel general managers should have,
there is no amount of infostructure, lighting, or smiles that will be able to justify guests
staying at that hotel. There is the financial alternative option of staycations, if there are no
hotel general managers with the leadership and managerial competencies to support an
organization and create a thriving positive work atmosphere. It will be challenging for
hospitality to recoup and maintain business.
The purpose of this study was to explore how hotel general managers developed
leadership and management competencies needed to be a hotel general manager. This
phenomenological study examined the firsthand experiences of hotel general managers.
Specifically, experiences they felt contributed to their journey to becoming a successful
hotel general manager.
This qualitative research study allowed for the exploration and understanding of
how hotel general managers developed their leadership and managerial competencies.
There were five participants in this study. The years of service as a hotel general manager
ranged from 6 to 35 years of service. Data was collected utilizing a demographic survey,
semi-structured interviews, analytic memos, and the researcher. All forms of data were
analyzed to identify emerging themes.
The results from this study support and expand research of hotel general managers
by focusing on how hotel general managers developed leadership and managerial
competencies (Chung-Herrera et al., 2003; Dolasinski & Reynolds, 2019; Marneros et al.,
2020; Tas, 1988; Testa & Sipe, 2012). There has been a numerous amount of research
regarding the competencies needed or desired in the hospitality industry. Despite the
recent events of COVID-19, the hospitality and tourism industry is one of the third-
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leading largest economic grossing professions in the world (UNWTO, n.d.).
Acknowledging the importance of success in an ever-evolving industry, such as
hospitality, would justify the benefits of having leaders with the proper competencies to
oversee organizations’ employees and success (Gursoy & Chi, 2020). The four themes
make a strong argument for those entering the hospitality industry and those who have
the desire to become a hotel general manager to gain as much work experience as
possible before entering the hotel hospitality industry. Furthermore, to continue that work
experience throughout one’s career.
The results from this study suggest that despite the continuous changes that are
seen in the hotel hospitality industry, there are leadership and managerial competencies
that remain essential and directly contribute to hotel general manager’s success.
Obtaining results from this study that are aligned and supported by previous research
gives a reliable foundation to understanding how hotel general managers obtain
leadership and managerial competencies currently and continue in the future.
Recommendations were described to assist hotel general managers, hospitality
industry, and hospitality degree programs. The experiences of the participants revealed
learning leadership and management competencies came through spending time engaging
with employees, taking advantage of every job opportunity in the hotel, facing leadership
challenges with determination, and continuously learn how to pivot and adapt to a
changing hospitality industry. The findings and recommendations suggest that hotel
general managers create work environments that are positive, all inclusive, supportive,
and motivating for employees. With this environment, employees are more likely to
respond in the same positive and respectful manner toward guests within the hotel.
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Hospitality remains the third largest economic sector behind oil (UNWTO, n.d.).
For the positive survival of the hotel industry, it is critical that individuals in hotel general
managerial positions and higher are provided with opportunities to gain these
competencies to ensure the future success of hotel hospitality. Therefore, it remains
imperative for CEOs and executive leaders of hospitality organizations, both in the
United States and globally, to understand how hotel general managers obtain their
leadership competencies to help ensure the success of the ever-evolving and vital sector
of hospitality.
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Appendix A
The Largest Hotel Chains in the World
Rank
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15

Hotel Chain
Wyndham Worldwide
Choice Hotels
Marriott International
InterContinental Hotels Group
Hilton Worldwide
AccorHotels
Best Western Hotels
Jin Jiang International
Home Inns
Motel 6
Carlson Rezidor Hotel Group
Vantage Hospitality
La Quinta Inns and Suites
Whitebread plc
Hyatt Hotels Corporation

Number of Properties
8,092
6,429
5,974
5,070
4,727
4,200
4,196
3,090
3,000
1,330
1,112
1,090
889
700
667

Note. From “The Largest Hotel Chains in the World,” by J. Chepkemoi, 2019.
WorldAtlas, 2019, para 7 (https://www.worldatlas.com/articles/the-largest-hotel-chainsin-the-world.html). Copyright 2019 by WorldAtlas.
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